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CHAPTER fF 
THE PROBLEM AND TTS SCOPE 


Tne problem of this thesis is to examine the recommended 
practicea of industry and business, federal and civil orsgan- 
igations, and the Armaed Forces in making job analyses; te 
further determine which practices and methods of job enalyaes 
could be utiliged for establishine a aystem of job anslysia 
in the United States Coast Guard. In order to answer the 
abeve problem various subordinate problems must be conaidered 
ae Lollows : 

(1) What pleaming is required for the establishment 

of a job analysis procsran? 

{2} Whet methods are used in making job enalysist 

(3) What information was most useful, least useful, 

and whet @ifficulties were encountered in ane hy se 
ing jobs? 

(4) How is job analysic kept current? 

(5) Wheat are the requirements for analysts? 

(6) What use has been made of information obtained by 

Job anaiyeia, end what denefita have accrued to 


the orsani gation? 
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2 
(7) Which of the above features could be utliiged by 
the United States Coast Guard, and which should 
be avoided in establishing a@ program of job anai- 
ig, 


Et 
a 


Thies first chapter presents the preblem, shows need 
for the study, Gelimits the scope of the preblem, defines terms 
required for understanding: of job information, reviews varie 
oug methods of classification and job study, briefly recounts 
the history of job analysis, explains procedure, and presents 
& discussion of the United States Coast Guard to ald uncer- 
standing and to ahow the marnitude of the probien. Chapters 
ii ¢o IV deal with Jeb analysis in Industry, Civil Crganizca- 
tiona, and the Armed Porces, respectively. Chapter ¥ sun- 
mariges the data conbained in the previous chapters by 
Sugsesting a procedure or program of job analysis for the 
United States Coast Guard. 


eed for the Study 
The United States Coast Guard has no overall orcanized 


progran for making job @nelysia. A backsround study such 





as this is necessary to formulate @ basic plan for establish. 
ing a syatem of job analynis, which is the primary requisite 
for sound personnel administration and management. This 

need is recogninced by the Coast Guard in the folloving 
Btatenent : 


The lack of adeauate workload measures and the 
inability to appiy them uniformaly to comparable 
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aduinistrative units leaves no basig¢ for effective 
evaluation of personnel efficiency. 


In order to develop adequate workload measures, apply 
them uniformaly to comparable administrative uite, to effec- 
tively evaluate persormel efficiency, and to properly carry 
out all other personnel fumctions, 1% ie first necessary to 
utilise some method that will give the desired information 
on which to base such determination. This method is job 
anglyeis. 

There WAS @ time when the service consisted of a few 
vessels ar) life-savins stations. The personnel romained 
on the same vessels or the same stations for years, prosress- 
ing through various levels of reeponsiblility and in some 
cases & surfmen eventually attained a position in charee 
of the station. Under this system 2t was not uncommon for 
the ‘skipper to know intimately every detail of each and 
every position on his vesoeel or station. However, today, 
with the ever continuing growth of the service, assumption 
of additionai Guiles and responsibilities, chanyes due to 
technological advances, and the ever expandine activities 
of the service, it would be an unusual commanding officer whe 
mows intimately every detall of the work performed by quar 
temsmasters, boatcwains, seamen, bolliermon, firenen, encine- 


men, radlomen, radarmen, summers mates, yeowen, Storekeepers, 


ee 








443.8, Coast Guard, we Gk: : he port. Of Activities and 
opments No. 43-48’ (Restricted) 22 October, 10u0, 
ingvonm, D.C., p. 13. lemma by permission) 
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end cocks. The dutles ere known in reneral terme but there 
4g no accurate description that defines each and every job, 
Wallace expresses the need for Job enelysie ac follows: 


The increased macnitude and complexity of movern- 
mental and business operations has ezpheasised the 
need for systematic analysis and claseification of 
positions. In & 6mall enterprise or a onal govern~ 
mental agency the need for a systematic plen is not 
BO marxed because the anecutive can know the employ- 
ees individually and make his appraisel on the basis 
of intimate kmowledge of the Jobe and incumbents. 
In the larce covermmental and business units of 
today it is obviously imposalble for the top exec- 
ubives to be familiar with the multitude of POs 4 
tions, activities, ormimicational relationships, 
and personnei under their jurisdictien. It is this 
situation Whien makes a job analyais and classifi- 
cation necessary in any sound persomel program. 

fine Linerease in the mragber of occupations ard 
the increasing Gerree of job specialization and 
sub-division has complicated the problem of estab- 
lishing a control over jobs and wages. The lack 
or atandardivgation of job tities hes contributed 
to the confusion and increased the neg for syaten- 
atic job analysis and classification. 


Until such information is developed on fact, personnel work 
ean only be based on humches, guesswork, or sentimental con- 
Sideracions, which have no place in a sound personnel policy. 
To further dliustrate this point--the twelve (12) district 
persormei officers ateien men in accordance with the conple- 
mente designated by Cosst Guard Headguerters. Such assisn- 
mente may be to cruising cutters, buoy tenders, patrol craft, 
pases, ein stations, Gepots, Lifeboat stations, radio stations, 


Light stations, Gistrict offices, or marine inspection 











Tere 


dueailace, R. 7. “Job Analysis, Description and Clagsi-~ 
fication,” Personnel Journal, Yolk. XXV, Ho. 1, May, 19046, p. ig. 
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offices. The personnel officers at Soston and Gan Francisco 
aiso make assirnumente to lorean stations that are acattered 
throuchout the North Atiantic and the Pacific Oceans. The 
personnel officers have no detvalled and accurate infomaation 
of the work performed by a@11 the Gifferent ratings at ail 
the different units. Moreover even the work of two compa- 
rable units may be dissimilar due to differences in certain 
types of equipment, location, terrain, or climate. Thur not 
enly do variations exist in the duties performed, but also 
in the responsibilities involved, the working conditions 
and the physical requirements of the various stations. The 
extent of the personal imowledse possessed by the persomel 
officers consists of practical experience at e few units, 
but too often conditions have changed since the officer has 
had any centect with @ unit, or the conditions at one uit 
are not truly representative of all ether units. Consequently, 
job data is lergely made up of hearsay information obtained 
from personnel who have had varlous assignments, but such 
data is inaccurate, misleading, and prejudiced. Thus, the 
task of aBelgning the best uwuslifled personnel to a particular 
job remains an impossibility without accurate and deteiled 
Job descriptions, 

Proper personnel administration is composed of several 
functions; namely, recruitment, selection, classification, 
cPpaining, aesignment, promotion, transfer, personnel record- 


Keeping, evaluation of performance, Gdigcipline, welfare, 
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recmeation, ware and salary administration, separation, and 
eolvil readjustment. The functions are interdependent and 
cannot be considered an separate fectors having no relation- 
ship to each other. For instance, treining is valueless if 
the wan is not properly assigned. Effective trainin: and 
asoienment ase depermdlent on precise job knowledge, by the 
trmining officer amd detailing officer. Thue, eniy throurh 
job analysic can maximum effective utilisation of personnel 


be achieved. 


This atudy is not intended te be en exhaustive cuali- 
vative seudy of a1 phases and aspects of job madyais in 
industry and business, federal and civil orsenieations, and 
the Avwmed Forces. Hor is it meant to be a quantitative 
statistical analysis of the success of felilure of Job anel- 
yeiec methods in such organisations. Rather, it is atrictiy 
an @xamination of the practices of a limited and select nume 
ber of companies, the practices of a few civil organications, 
and the practices of the Armed Forees. Furthermore, it is 
not meant te be a series of case studies of varlous companies 
and organizations, but ia a selection of the best features 
of jeb ansiyseis practices from many Cifferent sources. 

The probienm is further Gelinited in that no conpidera~ 
Gion is given to time and motion study. This is omitted 


mainly for two reasons: 
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lL. Pine and motion study Je applicable to industry 
vnere tasks are of &@ repetitive and recurrent nacure; that 
is, where the taske performed by a worker are the same Prom 
day to day, or for a considerable perlod of time. It is ap- 
plicable in an Industry that is ususlly mechanised and the 
metheds are strictly standardised. In the Const Guard, the 
work if of a conetantiy varying nature that Ppequires personnel 
to perform many complex tasks in the course of a day. The 
rescue of Sixty-nine survivors in the Herth Atlantic in 
Osteber, 1947, from the transetlontic plane, BERMUDA SKY 
QUEEN, by the Coast Guard Cutter Bins. does not lend itcelf 
to time and motion study. Likewise, the training and prep- 
aration for duties in the event of a national emergency op 
war ore mot measurable by time-notion study methods. 

2. Reatrictions are imposed by the federal covernment 
Ghat prohibit the use of tine and motion study for measur- 
ims the output of any federal employee. Althouch no epecific 
restrictions could be found in Coast Guard appropriation 
aces fox the last ten years, Feterson reports this restric- 
tion az follows: 

Since 1914-15 there have been riders attached 

to the Amay, Navy and Post Office appropriation 

Bilis specifying that no part of the eaeppropriation 

“shall be available for the salary or pey of any 

officer, manager, superintendent, foreman or other 

person or persons having charge of the work of amy 

employee of the U.S. Government while malicing or 

causing to be made with a stop wateh or other tine- 

measuring Gevice @ time study ef any job of any such 


employee between Ghe starting and completion there- 
of, or of the movements of any such ermloyee while 
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encased upon such work; ner shall amy part of the 

appropriations made in this act he availabie to pery 

any premiums or bonus or cash reward to any employee 
in addition to his regular wages, @xcent for suc- 
vestions resulting in iuprovements as economy in 

the operation of any sovernnent ee ese Be 

(Public Law 441 - Tith Concress ) 

Further delinitations ame: 

1. Ho consideration is given to job evaluation for 
tne purpose of establishing wage and salary administration, 
except to indicate that such procedure is utiliged in in- 
dustry and civil orranigetion. 

2. No consideration is made of coding procedure or 
classification of Jobe on the besis of job anniyeis date. 

3. Ho evaluation is attempted of the degree of success 
oy inadequacy of any job analysis plan used by industry, 


civil orcanizations, or the Armed Porces. 


In order to etudy job and billet analysis, it is neces- 
sary to have a clear understandings of certain basic terns. 
The terms as used throushout the satudy are defined here for 


eonvenience . 
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iuetiLon, hemcrandum Wo. 2. pared 
tions Division. April, FF P. 3. 
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Task.-~A task 18 @ Single operation requiring Chat human 
effort be exertecd for a specific purpose .+ The work of ary 
ome individual usualiy consists of several tasks, Shue, the 
work of a storekeeper may consist of several tasks; such as, 
receipt of stores, issue of stores, keeping records, and 
taking inventories. 

Popition.--£ position is an aggregation of duties, taskz, 
and respontibilities requiring the services of one individ- 
wal.= There are always as many positions as there ere workers 
in a plant or office. 

Job.--A job is a group of gimilar positions which are 
Ldentical with respect to their major or oienificant taske .” 
A job always royuires the full-time services of one individe 
ual, but often requires the services of more than one indi- 
vidual. & job may be considered as & sroup of positions that 
are mufficlently alike to justify their belng covered by a 


ingle analysis.° Thus, the duties of a “boatswain’s mate” 
















“ainins 2 ¢ Uenue: oe Jop Analysis, © yay 
of Labor, Po pict ene oe ational analysis 
Tndustrial Sery 2e8 ivision, Washin; shine D.C,., June, 18h, 5 


p. 7. 






2tpid., p. 7. 


“carroll, L. ry pean pe eens 









Cust, p. 7. 
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LO 
aboard two or more vessels of the same clans cen be consid- 
ered as being sufficiently alike with respect to their basic 
tasks, to be called a job. The duties of a “bontsewain's mate” 
at a eaheore station would constitute a different Jcb. 

Cecupation.--An oceupation is a group of alnilar jobs 
found in several establishments .+ Any recupring job or 2a 
group of fumetionally related Jobs which, for classification 
purposes, are desicsnated by a name or title, is an occupa- 
tion. 

Dillet.~-A billet is an aggregation of the duties, tasks, 
and regponsibilities requiring the services of one Individe 
val.? This definition corresponds to the definition of a 
position in civiiian occupations. Thugs in the services, the 
billet that a man occupies consists of all the tasks and 
duties acsisned to him, whether of a routine or ewersency 
nature. The sum of all the billets in the service is equal 


to the complement of the service. 





Rating .--A rating le the newe given to an cccupation 
Which requires escentially the same kind of aptitude, train 


ing, experience, knowledce, and siilis.3 








Acerroll L. Shartle, op. cib., p. il. 
° panic &, Swanson, Job and Dillet Ansivais in the U.o. 
Unpublished Master's LB, ovanrora University, 





: G Alto, Calaif., 1587, Pe 3. 
Stnid., p. 42. 
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Rate.--A rate is a pay grade classification within a 
specific rating, reflecting leveis of aptitude, training, 
experience, knowledge, skill, and reaponsibility.4 

Pay crade.+--A pay grade is a classification given to 
service personnel for the purpose of determining thelr par. 
All the men within @ given pay swade veceive the same basic 
compensation.© There are elcht pay srades for enlisted per- 
sormmel, and sim pay sraces, calied pay periods, Por officers. 

Rating structure.--The rating structure of the Coast 
Guard consists of the ranks, ratings, rates, crades, and pay 
grades which roughly identify the abilities, exnerience, 
knowledce, and skills of the various personnel required to 
operate the service. 

Couplenent.--A ship's complement is ites total manpower 
budiget expressed in terme of the number of men in each rate 
ing and rate that are considered necessary for most efficient 
operation of the ship. The total commlement of the service 
ie the Sum of all the billets required for optimum efficiency. 

Allowance.--/in Qllowance is the number of men ef each 
rating or pate actually available te the service due to bud- 
setary limitations. This number may equal the complement, 
or may be less than the complement. e terns complenent 
and @llowance are freauently used interchanseably. 


Jobo Analysis .--Job gsnalysis is a method of determining 








lipid., p. 42. “Ipig., p. 43.  IJnpad., p. G2. 
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Le 
and reporting pertinent information relating to the nature 
of a specific job.+ 


Billet analysis.--Blllet analysis is the method of de- 





termining and reporting pertinent information relating to 
the nature of a specifie billet (position) an employed by the 
j.&. Navy. It includes the studying and detailed reporting 
of @11 routine duties, and in addition the duties that may 
be performed at infrequent intervals, Such as at battle sta- 
fions, emergencies, special sea details, sea watches, and 
in port watches. Billet analysis often is of greater scope 
than job analysic for all the positions in an organization 
are studied to show varying Guties and responalbilities under 
aifferent specified conditions. 
Position-Classification.--Reduced to its simplest terms, 
glassification ef positions means the proceus of finding 
out, by obtainins the facts and analyeines them, what differ~ 
ent kinds or "classes" cf positions, calling for different 
treatment in personnel procegzses, there are in the service; 
4% furcner includes makin: a systematic record of the classes 
found and of the perticular positions four to be of each 
claes. The duties and responsibilities of the positions are 


She basis upon which classes are Getermined and the individual 
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positions assiymed or “allocated” to their appropriate 
classes .+ 

We see Trom these definitions that job analyeis in busi- 
meas management and position-claseification in publie adnine 
istration are basically the same techniques, differing: in 
getaila but Cundamentaliy the aane 2 

Jeb Deporiptian.--A job description is a written peeord 
of duties, responulbillties, and requirements of a particue 
ler job.3 A job desoripticn 4s @ preaducs of Jeb analysis. 


icetion.--A job specification is a written 





pecom of the requirements sought in the individual wor 

for a given joo 4 The terms “fob description” and “job 
specification are used rather loosely, bub job Gescriptian 
is usually the more inclusive term and Includes the informa- 
tion from which Job specifications are prepered. 

n.—- Job classification is the sesresn~ 





Gion of iebs into classifications or groups. This may be 








don omar Baruch, Chairman. peeks farvie 
Seaikds states ang Canada ‘on "te 

a, Civil Service geo 5 “or 
a; Mhiieaso, ijftl, p. 3. 


on. P . a ae Mmelysis, Dezerintion and Classi- 
ieee 2 PE 2d ASG 08 » ¥Ol. Suh NO. he Ray. L3hs, 
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Walter D. Scott, ef ersomnel Menacene 
MeGrave-Hill Book Go. tae ew nee 
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done on the basis of a job analysis or on the basis of other 
factors depending on the purpose or need for the classifica- 
tion. 

job Evaluetion.--Job evaluation is a syetenatile method 
of appraising the worth or value of each job in relation to 
other jobs in the company organigzation.+ Job evaluation is 
based on @ study of joba, without consideration of the abil-~ 
ity om personality of the Individual in the job, and estab- 
lishes a fair relationship among the various jobe within 


an orzanivation.* 


Ciasesification of Occupations or Jobs 





TO aid in peraomel administration many methods ef stud: 
and classification have been utilised for the purpose of 
distinguishing one occupation from another, and one job from 
another. Some of these methods of classification are: 

i. dob evaluation and job classification based on a 
eonplete job analysis in which jobs ere arranged into grades 
or levels depending on the duties performed, the complexity 
of the tasks, the responelbility exercised, and the qualifi- 


a 
cations required.- 


dpaul Pigors and Charles A. Myers, Personnel Adminis 
tration, McGraw-iii1 Bock Company, Inc., Hew Yoru, Loy. 


* Crs ar 


“Metropolitan Life Insurance Co., An Introduction to 
Job Evaluation, New York, 1947, p. 5. 
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®, U.S. Census Classification which classifies cceupa~ 
tions on the basis of ten types of work and cross-classifles 
aceording to induetries .1 

3. Amount of ability required. The jobs are erranged 
into levels according to the degree of complexity of the 
@bilities required. This method of ciassification has not 
heen developed te any great oxtent. 

i. Amounts of intelligence required for the poaitioen 
based on intelligence test scores. The U.S. Var Department 
divided occupetions into superior, hich average, averarce, 
low, and inferior inteliizcence levels.” 

5. Amount of education required by the person in a 
particular job, or reaquired for entrance into the Jeb. Sueh 
classification can be elementary, secondary echool, high 
gehool, collece, graduate. 

G. Degree of skill required or possessed by a majority 
of the workers, divided into profesetional, technical, skilled, 


semi-skilled, unsicLled. 








at Ce 


Repors , Vou. Se Pp. 


Office, Washington, 








U.S. Census, Occupations-Genere 
Gm} 7 410-560, U.S, Government Printing 
LoSO, 


eg.S, A@jutant General's Department, Personnel Systen 
of the U.S. ALE Vol. 1, pp. 165-234, U.S. Government Print- 
ang Office, washincton, 1919. 


30, A. Koepke, A dob An@iysais Survey," Occupations - 
the Vocational Guidance Magasine, Vol. 12, pp. eo-31, June, 
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7, Amount of income in varlous occupations, based on 
earnings, as developed by N. F. Clank.+ 

8. frowns of inberest in an occupation, based on com- 
parison of the interests of any individual with the inter- 
este of veraone in certain occupations. Strong has developed 
thirty-nine oecupational interest? ccales for men and twenty-~ 
five occupational interest seales for wonen.# 

>. Phe social status or eoclo-eooncomic status ac de- 
veloped by Eawarde which classifies oceupations into six 
main groups; nemely, professional, proprietary and managerial, 
clerical, skilled, semi-skilled and unskilled. 

10. A “functional pattern" technique of classifying jobs 
Gevelonped by Davis, who investigated the relationship between 
job tities and the fimctions performed by men in the adver- 
tising profession. 

Many other methods have been Geveloped to assist in 
cistinguishing jobs from each other such as prestige value, 


potential challenge, length of time required to Learn the 


ln. PL ar, Het Bornings in selected Occupations : 
United States, Chapter 2b, Harper & Gros 7 On 
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17 
beginning skilis of a job, working with things or working 
with people, amount of contact with people, personal char- 
acteristica of the workers, and functions performed by the 
WOPar . 

All of the above methods of study and clasalfication 
have been developed primarily for the purpose of better 
uiderstanding the distinguishing characteristios of jobs. 
Of O11 the separate methods of study, the createst anount 
or overall information can be cained by joh analysis for 41¢ 
combines the data obtained by-a number of Gifferent classi- 
fications. 

in the service, many different classifications of per~ 
gonnel are in daily use, although they often are not gener- 
ally recognized as separate classification evstems. Pirst, 
the personnel ere divided into officer perconnel, enlisted 
personne], and civilian personnel. Secondly, each group 
is divided into ranks, ratings, or grades respectively, and 
further divided into pay periods and pay grades for pay pure 
poses. The ratings are further divided inte rates. Other 
eleasifications that are often even less apparent than the 
ones listed above are: (1) Fitness reports for officers, 
which classify officers according te a rating scale, (2) 
proficiency maris for enlisted personnel which distinguish 
such personnel according to thelr proficiency or usefulness 
to the service. Other classifications made are on the basis 


of intelliszence, which require that a certain minimum mark 
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be attcained on the General Classification Test and other 
tests before a8 man is eligible for assignment to a certaia 
echool or duty. Still another classification is based on 
minimum knowledse and length of service for entrence inte 
op advancenent to a certain rating. All of the classifica- 
tions have their own specific purposes, and are necensary 
for proper personnel administration. Job onelysis is just 
g@aother method of job study which would permit a more come 
plete imderstending of the work performed by personnel in 


tre service. 


History of Job Analyeis 

Li? any one individual could be called the fether of 
job analysia, this distinction would probably fail to 
Prederiak W. Taylors for his studies in the selence af work, 
functional management, more careful selection and placement 
ef operatives, anc analyzing jobs into component parts to 
discover nore efficient methods of operation. Taylor's worls 
was carrled on at the beginning of the century. Some vworic 
nad been attempted before this time in the Civil Service, 
beginning with the Civil Service Conaission of 1971, but 
guch work was of a very @lomentary nature. The actual pi- 
oneer woric in job galysis or position~classification, as 


we imow it today, was not developed witli 19231. This work 


a 


lypederick W. Taylor, The Principles of Scientific Man- 
-onent, Harper arvi Uros., aT | 
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Was the result of the study by Griffvenhar cen for the Gavil 
Service Comsiasion of Chisare, and was bared on Teylor's 
work. Further studtes by Griffenhecen were conducted far 
the municipal service, mostly at the Comnonwealth Edisen Cc., 
Chicago, and were extented te other companies and sovern- 
mental agencies. During vorid War I the Personne] Divigion 
of the U.S. Army analywed joba to facilitate classification 
of men with certain job experiences, According to Lytie,© 
World “Yar I caused a rapid crowth in the new personnel move~ 
ment and ‘jeb analysia became one of ite important activ- 
4¢ie8. In 1924 the city of Richmond, Virginia, used job 
aniiysais as a bagia for a community survey in order to or- 
samise and teach vocationel courses according to the deteiled 
olasaification.= 

About the same time a number of industrial and business 
concerns pioneered work in job analysis. A few such concerns 
wore? 

National Carbon Company 


Wentingnouse Blectric and Manufacturing Company 














 iheidiies a Pie abe 


ae 0, Sri Peahegen, “fhe Orticin of the Modern Cccupa- 
ae , eset ten in Personne] Administration, " ah 
Personnel Studies, Vol. 2, No. 6, September, 1924, pp. ih- 





“Charles W. Lytle, ott Bg ALIN Methods, New Yori, 
Tne Ronald Press Co., 194, p. 103. 
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American Holling Mili Oopmparny 

international Harvester Company 

Curtis Publishing Comany 

At the sane time, potition-classificetion plans were 
adopted by many states and cities throughout the counbry. 

Priey to 1525 the job degoriptions were always ea nar 
rative form and not strictly representetive of the minimum 
resuirements of the job. Shoartiy after 1920 practically 
every manufacturing company of any Bise was using Job anal-~ 
yeils es a basis for personnel work. In 1923 the Pederal 
Claseification Act for classification of a1] Civil Service 
employees was pasced. The most complete classification 
based on Jeb analysis ever mede was done py the U.S. Employ- 
ment Service starting in 1934. 1 ne introduction of the 
Dictionary of Occupational Titles in 1940 was responsible 
far an inereaned interest in occupational information eas 





obteined by fob analysis. FPurther work was carried on by 
the USES to analyze jobs In the U.5. Army and in defense 
plants for the purpese of showing relationshine between Jobe 
%o ald in transfer of workers from peacetime industry to 
war production, As reported py Shartie: 
By the summer of 1942 employers and csovernnent 
agenc Les were using occupational analyse ia materials 


in problems of manpower utiligation, wivh emphasis 
on upera@ding,, jod breakdown, marming tables, in-plant 
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wie of tests, studies of lmbor turnever and sosente} 

eeiam, use of women, and the designation of essen~ 

tial and critical oscupations. In 1983 relation~ 

Ships were worked out between Navy jobs and civilian 

occupations for the United States Employment Service 

to use in interviewing Gischarged Navy personnel. 

By 1954 sintlar materials were developed in cooper- 

gtion with the Aray for use in the Veterans Employ-~ 

ment Service. 

The oubbreak of World War If, necessitated the ranid 
expansion of the Ayvmed Forcez, mobilisation of larsce nuubers 
of men, and development cf complex equipment. The Army, 
Navy. and Marine Corps realised the lack of job information 
for effective placement and utilisation of the large numbers 
of men and women inducted into the services. Te alleviate 
this deficiency in job information, job analysis programs 
were instituted by all three services, and are being carried 


on at the present time. 





investigation, Collection, and 
i} 1ve ee ou: n OP Data 


The method used in the present study was to firet sur- 
yey the field of literature covering job an@lysis, job evai- 
uation, and job claseification. it soon became evident that 
some method of supplementins the information contained in the 
iiterature was necessary if specific Gate concerning job 
analysis programs were tO be abtained from industry, elvil 
opganivgations, and the Armed Forces. Accomdincly, two ques~ 


tions had to be answered: (1) What industries or organisations 
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‘carroll L. Shartie, et al., op. eit., p. 390. 
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22 
were to be stwilied? (2) What method was to be used for obtain 
ing information from the organigatiLons? 

The survey of a larve number of industrial amd butineas 
concems would be useful for a quantitative study of job 
analysis. However, for the purposes of this study it was 
Sesired to investisete how the recommended procedures were 
acbuelly working ont in practice. Por thie purpose a small 
number of companies or organisations with well developed 
within @ reasonable distance of the San Francisco Bey area 





were reguired. Further, such companies had to be 


to permit pergonal contact and interview of personnel encased 
in Such work. Im the cases where personal contact was not 
feasipie, correspondence was employed. This method wan neces- 
aary for obtainins information from the various Armed Forces, 
U.S. Eaployment Services, Federal Civil Service, and California 
Personnel Hoard. 

Phe next question deait with the kind of information de- 
gpired te augment that obtained from the literature. <Accord~- 
ingly, @ questionnelre containines thirty; iteme was prepared, 
primarily as a guide for myself in obtaining specific inferma- 
tion duming interviews. This questionnaire was prepared in 
outline forse end was sont to the verious branches of the 
fgemed Forces, U.S. Buployment Service, Pederai Civil Service, 
and the California Personnel Board. To indicate the tyne of 


information gouscht, the questionnaire is reproduced here. 
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23 
JOB ARALYSDS QUESDIOMNATRE 


The information desired in this questionnaiwe is to obtain 
information wequired for the preparation of a Master’s thesis 
at Stanford University. The purpose is to study job anel- 
veis in Industry and Business. Public Organisations, and 

the Armed Porces, to determine which practices could be uti- 
lived by the United states Coast Guard, Your ccoperation 

in anewerings all or any part of the questions will be creatily 
appreciated, 


ror purposes of uniformity, Jon Analysis is defined as a 
method of determining and reporting pertinent information 
relating to the nature of a specific Job. 


arab wre 











1. Kame of company or organization. 


2. Hame of person interviewed or anesweriny questions and 
relation te the company. 


3. Business company is enfased in. 


4. Wumber of employees. 


5. When was job analysis ineatituted in your company or am 
ganization? 


G. Whet method was used in making the job analysis? 


7. Were different methods of job analyeic requireé for vari- 
ous levels of employees? 


8, Was job analysis made of supervisory and top manacement 
pos ltions? hat method was used? 





LO, 
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What use has beon made of the information obtained by 
joo anelysis? 


After making job analysis, have eny chances been made 
in Ghe number of employees, or in the tasks comprising 
& job? 


Has job anelysis showed need for training? If soa in what 
reapect’? 


Hae job analysis been of any use in showins Lines of 
pronetion? 


How has job anglysin aided in organizational preblems? 


How has job analysis facilitated fiscal control of per 
gsonnel services in Blloting Punds, and in preparing budget 
e6tinetes? 


How hes Jos analyais been used for recruitment and place- 
ment? 


Cf the information obtained, what was the most useful? 


OF the information obtained, what was the Least ueeful? 


What difficulties were encountered in meking Job anolyeis? 


What shortcomings were fourkd in the job analysis? 
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wet Iuprovements could ve mace in job anelysic an ap- 
plied to your orsanication? 


Whaat Lencth of time wae required to complete job enal- 
yeis in your orgsanisation? 


What method is used to keep Job enelivels current? 


How often are general surveys of entire unite nede? 


wnat are the requirements for job analysts in your organ- 
22ation? 


How many enalysts were required to make the job analysis 
in your organisation? 


ty analysts ere required to meep job analytic cum 
PEN 


What speciaiised training was civen te the job analysts? 


where was such specialized training given? 


What averase length of training is required before a 
student analyst makes @ satisfactory job analyaia? 


Request any additional comments you consider pertinent 
to this subject. 





OG 
This techniaue hes the advantage thet Gheoretical and 
ideal procedures are actually cheched ayaingst practical methods 
employed by companies having conolderable experlence with 
job analyeis. the other hari there are a number of minor 
limitations, such @&: 

(1) The inacouracy arising out of making seneraliza- 
tion on the basis of @ emali number of companies. 
Use of a larger nuwsber of orgenizations may have 
eiven different results. 

(2} In prepartne the questionnaire considerations of 
getting cufficient information hed to be weighed 
against nmeening the farm short enough so a buy 
executive would be willing to answer it. 

The data obtained by questionnaire was compared with 


data contained in literature, and the practices most generally 





recomended ang ullliced are reported. Such practices are 
then relaved to the requirements ov the Unitec States Coast 
Guard. The data precented for the Coast Guard are based on 
personel experlemce in that service during the past seventeen 


years, anc on various publications of the Coast Guard as cited. 





in order to understand the epplication of fob enalysis 
to the coast Guard some imowledme of the nistery, place in 
Che csoverment structure, duties, orsmnizations, facilities, 


and types of persormmel m@icing up the service is essential. 
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Without such knowledge of the nature of the service, the spe~ 
elfic problews involved in tne application of Job analysis 


methods to the Coaat Guard camet bo appreciated. 








History 

The United States Const Guard serves as the federal 
mapltime law enforcement agency ard protector of life and 
property at sea. The history of the Cogst Guard dates baci 
to 1790 when an act of Gonpressa, designed to enforce the Cus- 
tom Laws, provided for the buiiding of “ten boata” for the 
United States Revenue Marine, which Later became kmown as the 
United States Revenue Cutter Service. In 1871 Congress auth- 
orised the Lifesaving Service 46 a separate odmilnistrative 
organization within the Revenue Cutter Service. By act of 
June 15, icy, the Lifesaving Service became an independent 
mit of the Treasury Department ax was operated as & separate 
organization until an Act of Congress, deted Jenuery @6, 1915. 
merged the Revenue Cutter Service and Lifesaving Service inte 
2 unified service mow as the United States Coast Guard. 
In 1916 Coast Gu 
1939 the Bureau of Lignthouses was transferred from the De~ 
partment of Commerce into the Const Guerd, In 1¢1¢ the Bureau 





ard aviation was suthorised by Congrees. In 


of Maxine Inspection and Navination, origineliy established 
in 1030 as the Steambeat Inspection Service under the Depart- 
ment of Commerce, was temporarily trancfermad to the Coast 
Guard. During world war I and World wear IZ, ss well ss during 
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preceeding wars, the Coast Guard wins operated under the De- 


bo 


partment of the Havy;: at e811 other times it was operried and 
is now being operated under the Treasury Department. In 1946 
the temporary vransfer of the Bureau of Marine Inspection and 
Navigation to the Coest Guard was made permanent, and the 
pernonneli of that service were intecrated into anc given 


status in the Coast Guard. 


ns otructure 





The Coast Guerd is constituted as a nilitery orcanizca- 
tion and is part of the Amaed Porces of the United States, 
but it holds a whique position in that it operates as a spe- 
Gigliged service within the Departuont of the Nevy in time 
of war and as a branch of the Department of the Pressury in 
time of peace. As veporbed by Ebaeco Services Incorporated: 


The place of the Coast Guard in the governmental 
etructvure seems dictated by the consideration that 
1% meets bhe need for an omsanication 


Capable of performing & multitude of functions 
related to suarding the coasts ani enforcing 
Pederad maxi tine LOWS es the violation of which 
neve both civil and military aspects; 


Wnieh, in addition, can discharge assistance 
and elds to navication responsibilities in 
Gipect= Support of our meritime cammerce} 


Yet constituted for ready incorporation in a 
larger nationel defense orn in time of war 

while retaining a form c comeet Lple with ecivail 
acency operation in pegee.- 


eile 
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typaseo reer ENGCOPporated, obU 
SEaLes. Coast Guard, New York January, ; 
so oy permis Lon} 
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The Const Guard meets this triple requirement by being 

a millitery service, cperating as part of the Nevy in time of 
War, and cperating under the Departuent of the Treasumy in 


time of peace. 


406 





Tne duties of the Coast Guard may roughiy be divided 
into thwee classifications of functions; namely, (a) Asaiet- 
ance and Law Enforeement, (b}) Aids to Naviseatien, and (¢) 
Military Preperedness. Ubasco Services Incorporated reports 
Coast Guard activities az follows: 

@, Assistance and Law Enforcement. 


Definition: The rendering of e246 and the pro- 
tection and saving of life and property upon tne 
hich seas and the navicable waters ef the United 
States, its Territories and poseessions;: and the 
administration and enforcement of lews and recuinc~ 
Gians relating directiy to navigational shinpins 
pnd maritime safety, ang the collateral enforcement 
of laws and raguiations aGuinistered by other Fed~ 
eral departments and agencies upon She hish seas 
and the navigable waters of the United States, its 
Terrltomien and posseasions. 


in the performance of its Assistance and Lan 
Enforo@ment function, the Coast Guard: 


Mginteings lifesaving stations, veesels on pa~- 
trolk, POscue vessels, and airorpars at stratesic 
points along the coasts and Iniand weterways. 


Frovides enercency medical aid to persons in 
Gistvrvess at sea. 


Hends Bmall boats and trained personnel to 
inioend @rens to aseist in floeed and hurricane 
rPelie? operations. 


Enforees laws roleting to navigation and mer- 
chant shipping. 
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Acts a6 an euxiliary enforcement agoney with 
respect to laws relating to customs ani revenue, 
immigration, quarantine, the protection of Pish 
ang geme and ether matters which fall within 
the Jurisdiction of other Pederal apencies, 

but which require marine personnel end facil- 
ities for effective enforcenent. 


Administers laws ami peculatvilom reiating to 
Inepection of merchant vessels and their safety 
eguipment, iieensine and certification of of- 
Ticers and crews of such vessels and period~ 
Seelly inspects both vessels and euuipment 
Including fire fighting and iifesaving eauip- 
ment. 


Reylews plans for construction or aiteretion 

or nerchant veesels and is coneerned with safety 
atendazmia velating to censtruction, equipment 
and operation of yachts, moteor-boats and other 
non-commercial veasels., 


investigates marine casualties and accidents. 


Teade anc supports the Coast Guard Auxiliary, 

@ veliuntery organization of yacht and moteor- 
boat owners, supplying instruction in principle 
and practice of safe navigation, and develop- 
ing the Auxiliary as an organization capable 
of supplemental asoistance in eiding vessels 

4n distress, as well as extending instruction 
in safety practices. 


Breaks ioe for nevigation on inland lakes, 
rivers and cenals end in harbors on the Ate 
lentis Coegt. 


Mainteing a patrol of ships in the North Ate 
lentic [and Pacific Oceans] equipped with spe- 
cial weather observation apparatus to collect 
and Supply weether information essential to air 
and aurface vyeasel] transport. 


bo. Aids to Navigation. 


Definition: The establishment, maintenance, 
operation and administration of Light and sirnal 
stations, Lighthouses, liecht vesseis, buoys, belis 
for signeis, sipens, Whistles, horns, float Lights, 
submarine signals, beacons, day-marike, Lighted 





3d 


seamarks, radio beacons, ard other electronic equip 
ment and devices used, or designed for use in aid 
of navigation, on land, on bridges or other struc- 
tures, and on or under water, Serving as a means 

of facilitating ond promoting sare nevieceb BOM OF 
vessels amd aireraft on and over Ghe high seas and 
the navigable watera of the United Stetes, ites 
Yerritories and poesessions. 


in the performance of ite Alds to Navigation 
function, the Coest Guard: 


Naintains a complex cystem of aids to naviz 
tion which includes lichthouses, 14 ightahips,— 
fog Signals and radio stations. 


Lovates and destroys derelicts and other cb- 
stacies to navigation; administers and parti- 
gipatec in the International Ice Patrol in 
the Horth Atlentic. 


Assists the Neather Duregu in collection and 
dissemination of fleod, storm ané hurricane 
WOPMLLNES . 


Operates Loran, Which is @ long-range ald 

to nnvigation employed by aircraft on trans- 
eceanic flichts between the United Staten and 
Burpope and between the United States, the 
Philippines , Japan and intervenIng NPooS . 
(This 8 ae & is now being adopted by surface 
yessels 


ce. Military Readiness. 


Definition: Maintaining a state of Readiness 
30 as to function as « specinilised service of the 
Navy in time of war in order thet it may be quickiy 
integrated into the Navy in condition of hich op- 
ernting efficiency, with Peciiities modera and 
well-mainteined, adequately manned and with per~ 
sommel so trained ao to be of immediate effectiveness . 


in performing ite Militery Readiness function, 
tne Coast Gund: 


Cperatces as part of the Navy in vise of war 

op when the President shall so direct: performs 
port security duties to insure sefety of naval 
veupels. 





A 
wr 


VL 


Participates in plans and actions of the Mil- 
ee Setablishment in the intereat of national 
efense . 


Incornorates military reatures in Coast Guard 
fleating units and shore establishments, ine 
cluding ominance, armcsamwent, and fire control 
ejulipuent. 


Trains and indoctrinates personnel during 
peacetime for vwartine duties. 


Maintains a resemre force of officers end 
enliiated personnel for_active duty in the event 
ef national enercencry. 





The Coast Guard is administered by the Commandant of 


the Goast Guard and his staff with Headquarters in Washington, 
D.C., from where emenetes the broad policy and direction for 
the guidence ef the service. Phe fielé opeanigation is com- 
posed of twelve District Coast Guard Offices in the contin- 
eutal United States, Hawaii, Alaska, Puerto Rico, and the 
Virgin Iclonds. The district offices are rvesponcible for tire 
eapecific direction and wuidance of the operating units end 


Supperiin: legistis units. The on@rating units such as ahipa, 





g@ireraft., aly etations, Light etations, Lifeboat stations, 
radio atations, Marine Incpectien Offices, and bases; and 
logistic supporting anits guch as training stations, repair 


varia, and depots, are under the imuediate control of their 





sunainding officers. The usual chain of commend runs from 
the Commandant to the District Commander to commandin: 
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33 
officer, Phe specific duties of the service are performed 


by individual unites. 


Facilities 
To cervy out ite multitudinous and complex duties, the 





Coast Guerd must operate and meintain a fleet of veseels and 
mumerous shore esteblishments of a varying nature. In addi- 
tion, the amount and typee of equipment necessary to meet 

tre requirenents of the service appeer stapeorings when Listed 
etatistically. Ho detailed account of all activities will 

be attempted bub a Limited aacunt of stabiatieal information 
is necessary for an adeguate understandings of the Coast Guard. 
Tie Standard Distribution List+ tdentifies the followin. 


mambers of units: 


Vesaels er? 

Share Establishments (Henadauarters and OT 

Yeadquarters Units) 

ary Escabplisnments (Standard DASGPLEe $30 

Lbs 

iiacollaneous ree Headquarters ond 405 

District Units 

Subunite of larger units age 
Total 1,684 


The vessels listed are from the lergest with a lenecth 
of Sey feet and speclally constructed ice~breakers to elahty- 
three-foot patrol vessels. In addition, on 30 dume, 1943, 


the service wat operating 1,506 motorbonts ranging in sice 








mated States Const Guard, Standard Distribution Liat, 
USCG, Weshingten, D.C., 1 Aprid, 1649, p. 5S. 
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from ten to thirtyesix feet. The avlation branch of the 
Coast Guard coneiste of nine air atatlons with sixty-nine 
fixed wing ailrerafrt and fourteen rotary wing aircraft asciloned. 
The 40,000 miles of comet Line are dotted with 166 lifeboat 
stations, 363 marmed light stations, and ginty light attend- 
ant stations. The requirements of the neticon'a Merchant 
Marine are met with ferty-six Merpine Inepection offices. 
Seattered on the islands of the Pacific, Alaska, Phiaippines, 
Japan; and in the Atlantic in Greenland, Lebrador, and 
Newfoumdliand ere thirty-two loren tranmmitting stations. 
A few of the additional activities include twelve bases, 
forty-one depota, sixteen radio stations, end twenty elec- 
tronic repair shops. In connection with ite alds to navica- 
tion duties it is required to maintain and operate 30,000 
aids to navigation, conciating of buoys, wesenned lighthouses, 
nexaers, bencons, bells, and fog hernc, Trainings facilities 
include the Coast Guard Academy at New London, Conmecticut, 
and a Recruit Receiving Center at Cane Mey, New Jersey. Xn 
aidition, the Coast Guard operates land telephone lines and 
Submarine cables giong the coazt line which connect remote 


lifeboat and light stations. 





in order to meet the heterompencous organisational, admin- 
istrative, operative, and logistic requirements of the Const 


Guard @11 types of personnel are required for maximes 
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efficiency, from the highest professional specialist Gorm to 
the unskilled lsbporers. In addition to the many civilian 
exilis, trades, and profesaions required, many skills are 
needed thet correspond to military and neval skills, and 
S¢ili otherg that are primerdiy peculiar to the Coast Guard. 
fhese varying requirements are met by personnel] that can be 
roughly classified into four wain catecories--comiissioned 
offleecrs, warrent officers, enlisted men, and civilians. 
Cadets whe are undergoing training are not beings considerad 
for they wlll attain commissioned officer statur upon com- 
pletion of education. 

ashe approximate number of personnel camposings the Coast 
Guard are as follows: 


Classification Humber 
Comuissioned officers 2,050 
Cadets B5O 
YVarrant: officers B00 
Enlisted men a0 G00 
Civilians eg BOO 


However, mere numbers do not indicate the true nebure 
of the personnei composing the Coast Guard. To understand 
this it is necessary to keep in mind the history; of develop- 
ment and growth characterised by the merging, of diversified 
serviees and intermittent periods of naval service. The 
integration of the Bureau of Lighthouses im 1939, and the 
Bureau of Marine Inspection and Nevigation in 1946, neces- 
sitated the assimilation of laree nusbers of civilien 
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personnel into @ military establishment. This was accomplished 
by inductini; #11 personnel of thoes services Inte tho mibie 
tary services, if they desired mikitary statue and coulda meet 


the ape and physical requirements for military duty. Th 





induction was on & BOGCLO-econemic barie in which civilians 
were given a miiitery position as commissioned officers, war- 
rant officers, of enlisted personel, corpesponding @s nearly 
ai poasible to the status they enjoyed in their own service, 
Personnel who Gid not desire or were umeble Go meat the re- 


quirements for mllltaxy services, were retained in « civilian 





stacus under Federal Civil Servioe Resulations. 
Pius, the commissioned officer persenmnel are composed 


of graduetes of the Comet Guerd Acadgesr, Pormer Lifeseving 





nsorvice perconmel, former Lighthouse Service porgormel, former 





Bureau of Marine Inspection amd Navigation personnel, formar 
Varrant officers, foamer enlisted men, end Reserve officers 
who were offered permanent commissions. The warrant officers 
are likewise composed of personnel whose main exnerlence may 
nave been in other bureauc and enlisted personmel who have 
gadvanned in some spectality. The enlisted persomel are men 
wiese @xperlonce varies from thirty yours service ta mowliy 
imiucted recruits barely eignbeen yvears of ame. The civilian 
group La made up of remnants of other bureaus whe do not de- 
give military status, and clerical employees, moctiy fenale, 


whe enjoy Civil Service stetus. 
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Yous the forpagoine: dlecussion two things should be read- 
liy apperent--fipst, that the Dmectione of the coast Guard 
Peguire many Gifferent jobs with varying Cuties, vorking 
conditions, perlormaance requirements, sitilla, knowledse, and 
reapormmiplisiles: and secomily, the personnel are a heotero- 
Benecus crown porsescsing Breatiy Gifferent desreese of Skill, 
ability, education, snowiedos, and experience. Phe conctant 
problem ia how to procure, train, and ageign men for and te 
jobs for which they are beat fitted; that is, te secume the 
tO Qttain max: 





moet effective ubliigation of manpower 


perationel efficiency. This prebien has not been colved 





in the Comet Guard, nor in any other walle of Life. OStrong 
exoresses Ghin os follows: 


ae increasing use of job analysis is extending 
our waders banding of the elements of many Jobs. 
Saat mach ronkins to be done before guidance is as 
efficient as may be. Gne of the obetacios to real 
propress is the act that two rather different 
sets of components are used in armmiyveing Jobs and 
men. Contequentliy after both men and job have been 
Sised up it is still quite &@ problen to deteraine 
whether or not they fit. 








This s@ae idea wes expressed by WValiace in thia manne: 


Cne Gf the basic atone in any sound personne. 
program and ome which is relaved to virtually ail 
other aspects of perscrme. administration ia a 
eyotemeatic study, a@appraical, and classification 
of the jobs to be performed. This etudy iays the 
oasie for devernininge the appropriate g0urcen af 
workers, Serven a5 & basis for selection, training, 
rating, — avi transfer, promotion, and 
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other perseannel functions. Before these functiicna 
can be performed effectively it ts necessary to kyvew 
what {foba are to he done, what types of workers and 
personal abilities are required, and how these are 
related to each other. 


The problem of placing the personnel of the service 
anto the jobs for which they are beat fitted would be creatiy 
facilitated by a clear definition ani understanding of what 





the opecific reuvirements of each Job are. 





Many Gifferant methods heave been Gevised to study jobs 
and men for the purpese of assisting in the science of per- 
somel ts renont and adsinistration. The technique of job 
analysis is one of the methods that has been used by industry 





and public organisations in various forms during the past 
forty years. it is the purpose of this thesis to azamine 
the practices of Job anaiyais and to show what application 
ean be made of job analysis by the Coast Guard, which is a4 
complex military organigetion with civil duties and whose 


personnel must perform 2 multitude of heterogenous functions. 





ty, 4 Wallace. “JCB ANAINSIS, Deecription and Clacsifi- 
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CHAPTER IL 


JOB ANALYSIS IN INDUSTRY 





In phennines a job analysis progran many separate steps 
muss be commidored 1° the progran tn to be of any value to 
Gre company. The promeam should be planned te meet the spe~ 
eif lc needs of the establishment thet desires to prepare such 
analyses. Cornmictent wlth the objectives and the degree of 
thoroughness deained in the angiyees, there are many promrans, 
ranging in complexity trom 4 superficial survey of obvious 
ieb facts to a detatied study by Gime and motion metheds, and 
all Gurronding conditions. 

This chapter will dincuss the practices of jeb anglysis 
in indiustey, The steps necessary for plenning the procram 
wili be outlined. Methods of enalysing jobs will be presented. 
Difficulties and shortcomings of job analysia will be dis- 
cussed. Mebhods and problems involved in keeping data cu 
pent will be comsidermed. This will be followed by a Glacuse~- 
sion of the qualifications ané training of Job anelyste, and 
the possible uses or benefits that an organisation may de- 


rive from @ job an@liyuis progran. 





Yo ve effective the decision to install and adopt a 
06 analysis promran muet be made by the top management of 
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the company. The implications of adopting the program must 
be fully understood and appreciated at tne top level for all 
phases of the organication will be affected, and once a com- 
pany is committed to a program it will serve as the basis 
of future personnel administration. The decision to analyze 
and deeeribe jobs clarifies the basic factor of personnel 
gdmninistvation--the job performed by thy worker; conse juentiy, 
4G if @ decision in favor of sound menegement, by disccover- 
ing amd tabuleting facts about the jobs beings performed. 
However, the decision to adopt the progran is oniy the first 
step, to be effective it munt be actively supported in ali 
gubBequent atepa and active support of S11 levels of manase- 
ment is necessary. Otis and Leuicars* in discussing, job eval- 
untion state that the final test of manaszenents! acceptance 
and supports is in the willingness to accept the facta as 
Getermined. This applies egually to job anelysis since job 
gnaiysis ia @ preliminary step to job evaluation. 

Having made the firet decision te install @ job analysis 
program, the second decision to be made is who should do the 
job. There are three methods commonly used for this pumpoge;: 
nemely, (1) hiring en industriel relations firm er a group 
of monagement engineera to come into the company for the pur- 
pose of analysing the jobs, (2) wtilisging employees of the 
company to inetall the program, and (3) employing ea consulting 


DS Eby . 


diay %b. Ctils and Richerd BH. Ueuart, Job Evaluavion, 
Prentice~Hall Inc., New York, 1940, p. 152. 
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service for advice and supplementing 1t with employees of 
the company. The third method is yveally a combination of the 
nrevious two. AL] three methods have certain advantages and 
disadvantages, but the third method is gzenerelliy found to 

be the most satisfactory in practice. The Labor Relations 
Advisorma in ites advisory letter ctate the followings concern- 
ing the third metnod: 


We believe that unless @ company has an ex- 
tensive @experlence in job evaluation work and a 
teste technicue, it would be wise to utilige the 
services of an industrial engineering organization. 
ouch organigations have en accumulated experlence 
and techniague which is invaluable. We hanten to 
add, however, that we are not anons those who be~ 
aleve @ company can call in an engineorin: firme 
end simply turn the Job over to it. A company which 
doer thet makes almost aa serious & mistawe in 
our Judement, a5 the company which, lecking axperi-~ 
ence and a technique, tries to do the job iteelf. 


The tame Lebor Relation Advisory Letter givea the following: 


1. A company should first define its 0BIKC- 
TIVES in undertakins job evaluation. 

2. An Inductslal engineering orsanigation 
Should be given the job of planning the job eval- 
vation, supplying the experience and technique, 
Girecting the work, @nd doing much of the work. 

3. The compeny should supplement the engineers: 
experience and technique with tne company's own 
detailed gua peculiar knowledmee: of ite operations 
and jobs. 


fnother decision in eormnection with the planning of the 
second step is the determination of whet perticular Gepert- 


ment within the organization willl be rasponsible for the 











+tavor Relations Advisory Letter, June 15, 1945, Lebor 
Relations Advisors, 10 Zant 43rd Street, Hew York. 
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job analysis. Practice differs maong companies, with fo» 
analysis being the responeibility of any of the following de- 
partments: Personnel, Industrial Relations, Induetrial Im- 
gineers, and Organization or Plarming, Usually &@ separate 
job analyeie division is formed under one of the above Ge- 
pertuente . 

The third decision reguired for the installation of a 
job an@lypia procram is to decide what Jebe in the company 
ave to be anelysed. The practices in industry differ, some 
eoupanies only analyse Jobs of hourly workers, others alse 
analyses joba of office clerical workers and foremen;: while 
some few companies analyue all employees, including super- 
visery, achuinistrative, professional, and executive person- 
nel. Por instance, the Standerd O11 Company of California 
analyzes all jobe in the company.4 In the Bank of America, 
out of approximately fifteen thousend employees, only the 
top twenty-seven positions are not annlyzed.© The General 
foods Corporation uses two methods of job anelycia, one for 
@ll employees with salaries below $5000, and a different 
system for the top 600 positions in the company. 


DO elit ltr lth 


Astatenent by Raleh C. EBLiijot, Supervisory Analyst, 
Stendard O11 Company of California, 23 Merch, 1049. 


TREY OL) Te 

















ai “tecture of D. W. Paylor, Stanford Univeratty, 5 April, 
1989. 


*Bertran Bb. Yearven, ‘Evaluation of Manarerial Positions, 
Advances in Methods of Personnel Eve Sea Personnel Serles 
NO. 20 American Management Association, New York, 1947, 
Pp. wth, 
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Phe fourth end lmat step reguired im planning the job 
anelysis pregra: is the selection and adoption of tools and 
procedures that are to be used In actuaiiy coing the Job. 
Four main tools are necessary for establishing an effective 
program of job analyaie. They are: (1) Prenaration of 
instructions or nernual covering the entire program. (2) 
Preperation of inatrustione for esteblishing an anelyets 
procedure which clearly defines a13 the information to be 
collected. (3) Preparation, test, and adoption of job in- 
formation forma. This may inchwie preliminery job analysis 
formas, questicnnatres, job deseription Porm, fob specifica- 
tion forms, and physical demands forms. (4) Establishment 
o7 control procedures and a time achedule that will be foel- 
lowed in collecting job information data. 


Apalyzinge Jobs 
atta don't Meneame aera aie ee : 


Job analysis in industry can generally be divided into 


two classifications: (1) Job ay 





Slvyeis for persenne] adminis- 
tration and wanegement, and (2) time and motion study and 
methods analysis for engineering purposes. Thete two methods, 
respectively, can further be roughly classified as (1) enal- 
yois of the Job as @ whole, and (2) analysis of the various 
epecific tasks making up the job. This study is concerned 
with the first methed only. Job anelysis as a technique 
zhowld be clearly distinguished from the uses and aeppliaa~ 


tions ef job ene@lvsis. It should always be borne in mind 
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thet job amalysia ia mot an end result but only a veans of 
studying jebe and recording information, which will be upe- 
ful for other purposes. Thue, before undertaking the job 
enalysis the objectives must be clearly defined, the purposes 
for whien job ang@iysis Gata are to be ublilised wust be de- 
temained and the procedure adjusted to give the desired ine 
formation. dob deseriptions and job specifleations are tne 
end result which determine what kind of information will 
be Obtained. In preparing for job analysia it is necessary 
to deterzine: (1) The fob analysis techniques, (2) what 
information will be obtained and in how wuch Geteall, and 
(3) how the information will be orsanised and recorded. 

in undertaking job @malysizn, careful differentiation 
ef job analyvis and worker anagiyais is imperative. In worker 
analysis the incumbents in a particular job are studied to 
discover the characteristics they possess. In job ansliyeis 
the incumbents are chsorved nub information is aought about 
the job and not the person cecupying the position. 


urces of information.-~The sources of Information on 





Which job gnalysis date can be based are mony. All of these 
methoda are employed to a certain extent by verious companies 
to £10 theiy particular meeds. The end result, job desarip- 
Gions and job specifications, 18 the object in each ease even 
though the method employed varies. The information necessary 


for the preparation of a Job description may be obtained in 
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45 
ome or more of the following waye; 

Ll. By obvervation of the job perforned,.--This source 
of information is probably the moet commonly weed. It ecan- 
Sists of a trained ansiyet observing and recording the activ~ 
4¢ie6 of a worker while engaged in his job. In cases where 
the job is complex, or in adminiotrative positions where most 
of the work is performed in a man'tc head, this method will 
noc yield accurate infomation. 

2, Interview with peruon doing the fot.--This is the 
eecond moct common source of information, and is frequently 
used in conjunction with observation of the work being per- 
formed. This method le dependent om the degree of coonera- 
tion with the worker that the analyst in able to attain, and 
the ability of the worker to deseribe his work accupabely. 
Even in eases where the worker is cooperative and can describe 
his werk eccurately, the poesibility exiate that certain tasks 
may be inadvertentiy omitted. 

3, anterview with the supervisor of the jJob.--Althoush 
nia method is trequentiy used, it is not & seed primay 
source af information. Too frequently the supervisor doea 


not have an intimete knowledme of a1] Jobe under his direc- 





tion. However, this method can well be uned to check informa- 
tion obtained by the first two methods Listed above. 

%. Completion of questionnaires or forma by the worker.-~ 
Thie metnod 
tory as the metheds Tisted above. The majority of the workers 





» @ithough sometimes enpieved, is not as satisfac- 
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willl either misinterpret the cuestionnaire or ere not able 
$o adeauately describe their Jobs in writing. Morescver, the 
workere offen ame unable to diatincuish between the iImpor- 
tant and minor aspects of their jobs, consequently, undue 
COMPASS may be placed on minor devalls and important funce 
tions may be minimined or omitted entirely. Bense, Burk, and 
Hay state: 

fJuestionnairas can, hewever, be yvalueblie in study-~- 

ang the jobs of certain types of employees, partic-~- 

ularly these usually foww in salorvied positions . 

Such ouestounalves give the employoe a feeling 

of participation in the study, enable the analyst 

to determine what specific information is required 

in addition te the information given on the ques- 

tionnaires, and give the analyst some idea as to 

the job eguiente prior to the interview with the 

employee . 

& Gompletion of questionnaire or forme by the super 
Viger on the jJob.--The discussion in subparagraphe (3) and 
(4) above apply to thic method of job analyois. However, 
many companies use this method as the primary source of in- 
formation. In addition, @ supervisor may attempt to magnify 
the Job in order to increase his own importance. 

6. Study of the neterials of work.-~4n excellent second- 
ary gource of information can be obteined by a study of the 
tools, equipment, machines, and forms, and relatinz: auch data 


to the information obtained by other sources. 
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“Eugene J. —— , samuel Lb. H. Durvxe, and Edward i, 
| , of Jobo Evgluation, Harper and Brothers, New York, 
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MRIS, Chares, bulletins, etc. 





7. Stacy of company me 
Tye duties and qualifications of meny joba in a company are 
wusuRiiy Gefined in seme manner ven though no organized systen 
of job anmlysis exists. Such date can bo invaluable in furn- 
$shing @ starting polnt for jos enelycis. 

GS. A&etual performance on the jeh.--In some complex Jobs 
adequate information cannet be obtaing. aheut the Ich excapt 
ey actuml performance, In #@uch came. the incwebent mwat 
wr3ce up bis job, ox in exttmeme cases it may be necessary Go 
train an ansiyst te de the job, before it can be deecribed 
Gilejwuately. 

Of all the methods emmernted above the method most 
ecemoniy enployed and the momt practical method is a combine- 
tion cf observation of the Job ont interview of the incu 
peRt. 


one standardised proevedute thet tp superior to aii obhers., 


vde.o-rln gnglyming jobs there is no 





ne procedure developed by the United States Emplesaent Serv- 
ie@, whieh ia beset on fifteen years of personnel] resecrvh, 
and the enalysis of some 30,000 jovs, is the most conprenen- 


give, and is the one that will be cengsidered in this study. 





A satisfactery job analysia reguires that the informa 
tion obtained must accurately distinguish one jeb fran 
another, @nd must sclearhy indicate the scope of the tasks 
eneenmpesaed by each job. 
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Besileaily, there are bua three parce tc the 
analyses of any job: (1) The job must be com- 
pletely and accurately identified; (2) The tasks 
ar the jos must be compictely and accurately Gea- 
seribed: (3) The requirements the job makes upon 
the worker for success fal performance must be ine 
Gieated--the second of thease three parts is cut- 
standingly important-~the complete and accurate 
Geseribing of the job taskea. Wi thowt this the 
feat of the analysis lacks weaning. 


in ite Gu for Ang Joon, the United States Em- 





ployment Service gives the job analysis formula aa: 
WHA? the worker does 
HOW he dees it 
WHY he does it 
SKILL, INVOLVED 
hesponslbility 





Job krnewledce 
Mental Application 
Dexterity anc Accuracy= 
Besides the information derived by the formule above, 
acditional information in required for personnel work. While 
this information is not exsential to ean underetendings of the 
joo iteel?, it is essential for certain specific uses for 


proper personnei administration. YVhis area of information 














TE: 


lunitced 3 UAtes eee eee, Division of Seecupe- 
tional Amaliysis, Drain Ley e Monwal for Job Angi- 
yates U.S. Governaent Fr Washincbon, P44 


tty Pp. 


“united states es Se ree ‘Mvision of Occupa~ 
tional Aanalysia, Guide for Analyeines Jobe » Department of 
ioe U.S. evedanaan Print re - : ios. Tae nin: wton, D.C., 
LOSG. 
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comecarmns the physical dexmmda of the joo and is cmutlLined as 
ToLLows t 
PHYSICAL ORMARDS 
Prypicnl activities 
Vorking condicions 
Yavards 
Porms.-«The forms used for obtaining jch analyuia cate 


vary with different companies. Pormg are elther of & narra- 





tive type or check-off trpe or combination of both. Lytle 
discusses the pradnciples of form desicn as follows: 


Ag in the decism of most forms the first prin-~ 
ciple (1) 1a to keep between excess complexity and 
excess brevity, that is, to provide for 6efinite 
portrayal of all essential facts but no more, The 
second principle (2) iq to arvange the essentials 
in the order which will Pacliitete the entry of 
gate, the use of the information and er :planatione 
of the results. 

in endeavoring to keep within both principles 
there arises @ choice petueen the woo of prope and 
the use of & prearranged check dist. the latver 
certainly faoilitas 08 entries, arui to 8 certain en- 
tent alde definitenenss, thereby minimising errors 
of interpretation, but some job duties cannot be 
adequately covered By @ Universal check list. 

Tnuse geome combination of presée and check List is 
most satisfactory. The nature of the work involved 
and the GhoPouchness of treatment Gesired mt 
Gcetemaine che proportionate use of these two means 
of record. In ali cases there a be harman of 
order between related forms. this a8 important 
for entry, use, Sxl explanation. 





Tne form used by the United States Baployment services, 
eniled a Job Analysis Schedule, conegiste of five parts. The 
five parts are furcher subdivided into twenty-two Ltems. 


Since most fomac generally contain all or part of the iLtmas 


laa 














Prese Co., Mew York, 1946, pp. 
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50 
usec dy the United States Employment Service, the items: are 
reproduced as an exemple of the kind of ttens contained 


& typical form. 





Part fi SOASTLIPICASTON DATA 


i. doh Title 
2. Hunber 
* Gumber Erm loved 

. Betablishuent Humber 
fs Dabpe - uo per of sheets 
. Aiternete Tities 

; Dietionary Titie and Code 
GO. Induetry 

9. Branch 
10. Department 


ii. Work perforned 
Part III SOURCES OF WORKERS 


12. ExperlLence 
i353. Training dete 
Minimum Gpatininge Pime 
es Tnesperienced workers 
b} Experlenced workers 
‘training ~ Specific Job Sicllis acculred 
through training 
kn pliant 
Yeeational 
Technical 
General Education 
Activities and hobbies 
14. i 








Lenp:6! hn meguired 
25. Relation to other jobs 
ej; Pronoetiomt from end to, transfers, ete. 
b} Swupewvinsion received 
General 
CC LOSe 
By (Tibie} 
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(3) Supervision ¢iven 


Hone 
Hunver cupery ised 
Titles 


Part IVY PERPORMANCE REQUIREMENTS 


16. Responeibiliity (consider material or product, 
safety of ofhere, equipment or process, 
sooperaticn with others, instruction of 
others, public contracts, and the Like.) 

17. Job knowledse (consider pre-employment and 
on the Job knowledge of equipment, maoteriais, 
working procedures, techniques, and pro- 
SeCleas ). 

15. Mental application (consider initiative, 
adaptability, independent Judement, and 
mental alertness). 

15. Dexterity and accurecy (consider speed and 
Gegree of precision, dexterity, accuracy, 
coordination, @xpertness, care, and deft- 
necs of manipulation, operation, or process- 
ing of wmterials, tools, instruments, or 
gages ueed). 


Part V COMBNTS 
20. Equipment, smaterlals and supplies 
21. Definition of boyme 
22. General corments 
tO secure physical demands information an additional form 
is provided covering @uch infortiation. This form sonsistsa 
of @ check dist for physical activities aml working condi- 
tions, The details of hagerds are described in narrative 
form. On the reverse side of this form @ check list is pro- 
vided for checking worker characteristics. 
The study of ary Job in accordance with such form elin- 


inates indefinitenesa and cueaswork and provides specific 
















Manuel for Job An 
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4nformation om which objective personnel actien im nossie 
bie. 
Shawtle suemerises the fos enalyveisa fore into seven 


basic elemenss an follows: 


1. Identification Date: nem the Job and locate 
$6 epecificaily. 

&,. vork Performed: describes the tagkes involved. 

3. Performance AeGUipenents t indicate the Gemands 


that the job placer on the wormer for succeszs-~ 
fud performanc . 

4, Sources of Yorkers: dinclude also neceasor: 
treinings and experience. 

®. Comminta: present the tecimical and ceneral 
backewpound of the Job. 

G6. Physical Demands; point cut working conditions 
end phyeical factors. 

7. Werker Characteristiogs: the analyst's estimate 
of the inherent characteristics of the, worker 
that are brought inte play by the job.+ 





v2 meio Gisevussion of 





ro fe 
te 


Employment Services .* 7 





commonly ealiecd DOP, contains Job titles, 1. definitions, 
and clagesifieations. Part I contains job definitions for 
17,452 separate jobs known by 29,74) job titles. A new edi- 
tion which identifies approximately 22,090 jobs and lists 
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Washineten, D.C., 1939. 
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approrinately 40,000 lob titles was published in March, 
ro89,+ 





Diffieulties and Shoptcomings of Job Ans 

Before undertaking Gn expensive and lsboricus technique 
euch ag job analysis, it 16 neceptary to @xngmine the aiffi-~ 
culties and shortcomingn of the technique to determine whether 
4netaliation cf the procram ie juetified. Tf it if Justified, 
then some of the causes of fallure of other procrams chould 
be looked inte. | 

it wust be remembered thet there is no one beet tech- 
nique or procedura that may be employed for 413 conditions. 
The technique requires adjustment to suit the objectives 
of the procran. Moreover, a proxam that ta Young muccess- 
ful in one compeny or under one set of conditions may be 
entirely unsuitable for seme other commeny or under differ- 
ent conditions. Job analysis is not an @rmi in itself but enly 
R meow to an end--actueally it ts only one of the weens of 
attaining @n end result. If this point ls lost sight of, 
foward seva there is: 

4& serious risk of being DLinded by the sheer 
beauty of ‘Job Anaiyeis" in the abetract t, and 


vim reat returns which ugh an ideal aymtem could 
bring to the orgenigation. 











ka States Employment Security, Pu 
a Employment Service, U. 5. Governnen 
anuary, 149. 





“Robert i:. Howard, “Jock Analysis, Te Buy or Hot to Buy? 
, fournal, Vol. 2. No. 4, Mas LAG, p. 38. 
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The most comoniy reported @ifficulties and shortcere 
noe Pe: 
iL. hack of full cooperation snd pertletoation 
on the part of personne? av all Levels in the 
oecantention. 


. Seaining af job analysts. 


a3 


Getting the facts sboub the pogition or job. 


tad 
‘*% 


4%, Writing the facta tn lencuese that de precise. 


5, Agremment as to the importance of certain duties 
or Dunctionea me@icing we the job. 


6G. Lack of standard teres for deseribine Jebs. 


%. Yeek of wniiformity of arpression in the job 
deseriptions . 


GU. Fellure te properly plen the prosram end oet- 
Ging ail of tae Pacts about the job. 


>. PaLliure to keep job angliysia current. 

20. Delays in reporting chances in job centent. 

Al. Use of procedures that are unnecessarliy tech~ 
nical, when a& much simpler technique would eiit~ 
PLGe. 


12, Patluve to apply coumon sense in keeping Job 
anhlvele at a practical level. 


13. Failure to accopt the facts as deternined. 


44. Failure to make & pilot study before undertak~ 
ing job anelysis for the entire spamalnneian 


15. Zrcetience for results 3 


a) ATRIA TIT AB: 
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Lvems 2 $0 LO inclusive were developed durinc con 
versations with Me, Relon ¢. Hlliot«, Supetyvieins Anaivet, 
Standard O11 Compan: of Gali fornia: ene cn. A. B. Pechonor , 
Personnel Director, Matton Ravigation Company. Tveme 11 te 
15 Ane tani ve oe = Pte sg Life ame rane ’ 
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a 
In meking job analyses and writing Job desuriptions 1¢ 
should be realised that any angiysis is based on both fact 
and opinion, The facts can be ascertained by observaticn, 
interviev, aad recomin, while opinions are obtained from the 
judgements of infiiveiduais making the study. Benpe, Guwrk, and 
Hay state: 


Those agslened the recponsiblilty for the prep- 
aration of job Gescriptions should realise that 
Beth facts and opinions enter Inte the properaetion 

fa jeb gescription fora. The matters of Lact 
ore tine duidtes assiened to the individuals, their 
responsibility limite in conection with each duty, 
the comdttione under which ther work, their work- 
ing houts, average overtime, and 86 on. Matters 
of opinion deal larrely with the qualifications 
Which the individual needs in order to learn to do 
the work satisfactorily, 

Because quelifications are larcely matters of 
judgement, 16 18 well to secure many informed onpin- 
tong. Certainly the empioyees on any job should 
have Gome neans by which they can express their ideas 
as te the qualificationa required. The inmediate 
supervisors should alec have an opportunity to 
state their opinions. If all perzons involved have 
an opportumity to express their opinions, if bee 
comedg possible to enter the resulting concengus on 
the job deseription form at the time 1¢ is prepared.+ 


in the writing of job Gescrintions, Smith and Murphy 
found that clarity of presentation 26 ioproved Lf the follow- 
ing’ principles are adhered ta: 


2, Each sentence anoulad berlin with a functhional 
verb. 





















2. The prement tense should he used throucheut. 
3. A tevee direct style Should,be employed, onlt- 
tins all unmeces¢ary wordn. 
top. cit., p. 63. 
| 
“Richard C. E. Smith and Matthew J. Murphy, Job Ev 
mn ond Eaplovee Ratins, MeGraw-Hill Book Co., New X% 








BO 
In a study of job evaluation plans, Daker and T Teuet Gige 
cuss Penconn Por felluve of Job evaluation plenc. The reasens 
for fsilure that appig co Job an@lyaie o@n be swesarized into 
the following: 

{1} SWeakmesses of inatallation,--The manner in which a 
pian wac ingucurated determines its success of opere- 
tion. Initial mistakes often delay the acceptance 
of @ plan indefinitely. 

(2) Inadequate administrative orcanisation.-~-Faiiuve to 
veordinate and supervise the eusentlal activities 
of the plen, and a feeling that the plan is self- 
perpetuating results in menmy Paelluwes. Careful 
Gevinition avd ausionment of responsibility for 
adminiatparion is moot inportant to the satisfac 


tory nmaintbenanes of any plan. 


ote 
Lis 
* anal 


hange in executive personnel.--The change of bey 
personne) often results im a lack of interest and 
suppers of the plan by top cenasenent with consequent 
loss of imberest be the rest of the organigation. 

(4h) Administrative inflexibility.--The outstanding rea- 
gon Por faliurve ia inflexibility to inevitable chance. 
DMlarecard of the changes brought about in production 


wethous, organization, and opher ractors without 
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“Helen Beker and John MN, True, Bhe Operation af Jo! 
iuatton Plane, Imiustrial Reletiens Section, Princeton 
toy, PRLMNCRGON » HOW JOPES* ar ONT s ti. 2, 
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ed juetine the plan to such charges Leads to certain 
Tolle. 
jn ere®iient evaluation of job anglveis ia mace by 
Howand , + im which he discusses or mentions many of the short 
comimes. Ad@itionnl difficulties thet Howard considers thet 
Were not ermumerated above are: 

(2) Excessive euphugic may be placed on ‘analysis’ by 
exnguining mimiteliy the porte of & fob and tallure 
to consider ite “wholeness”. Actually the whole can 
never be described by 4 deserintion of the parte. 

{2} foo frequently there is a terieney to deseribe a 
{0G as & thing separate from the organimation. We 
{ob can actueliy have such meaning if taken owt of 
408 context, Ghus, ite pelationshin to other fobs 
ang the orgeriszetion as a whole must be made clear. 

(3) Analyste will usually Giffer in their interpretation, 
and Geseription of the same Job. Howard” SAVE , 
“Pive different men trained in job analysis work- 
ing independently on the same five jobea usually 
Will come up with fave Gifferent answers’. Conse- 
quentiy, it is imperative thet cenbined judpments 


be utilised for obtaining a saticfactory job angirsis. 


ea a hat littl 

















4Robert L. Howard, 09. ¢it., pp. 3235. 
- ba 
BBLG +2 DP. 35- 








The guestion as to lencéh of time that is required ta 
complete and inatall a progrem of Job angiyevis in a compeny 
often presents Liself. Since tne answer Cererds on many face 
Gore, Such @S mamber of Suiplovees, complexity of the Jobs, 
geosrephical iceation of the Joha, gaaiysis technique employed, 
and the munboer of anaiyets available, no seneralizetion can 
ee made to fAG all comiition.. Moreover, i mat be remen~- 
bered that even if all the jobs in Ghe compemy are anelyced 
and described, the fob is not completed. Por by the time a 
complete aniiyvcis can bo made, nany of tne Joba will have been 
G@iiminated, new ones Will have been added, and the respongi- 
bilities and duties of many others will heave been changed. 

The oniy besis evaileble on which to bese the Lencth 
of time required for gn original anaivsis is the experlences 
of othe companies. Heportn of Length of time reawuired for 
ijmatallation of Job analysis program very from @ period of 
three months to two yeers. One company employing approxiantely 
25,000 persons estimates the Lencth of time required for a 
complete job amalyeis of all positions to be ten man years, 
exclusive of clerical essistance. The same company further 
estimates that sin to @lgnU wan years are roquired to keen 
jcb anglysis current, 

Periodic review of @11 iobe is required to reflect ac- 
tual cernditions in an oppamisation. A review will be required 
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(1) Any new features heve been added te the Jeb. 
{2} Any features ef the job have been eliminated. 
(3) The methed ef doing the Jeb, the tools or materials 


here been changed. 
{i} There is executive or supervisory dissatisfactsio 


with the job. 


4 


(5) There 18 worker or union dissatisfaction with the 


> 
u phy a 


Wallace, in discussing analyels ond clessiflication aa a 
continuous process, sayn, 


L% ia important’ to bear in mind that job anal- 
vais and classification is a continuous mrocess and 
that the installation of a job~classification system 
Goes not complete the Job. The necessity for con~ 
tinuous oo: periodic revision of the Glassivication 
system is due to the changing nature of the posi- 
tions. Im the words of one authority, “Phe 905 ition-~ 
content of povermaent servaces and the dutics-content 
of individual positions are not static and imeutable. 
Both char with time, sometimes rapldiy, souetimes 
Slowly. meaiilerce juriediction, fommal changes 
effecting pesition: ere continually occurring. 
Existing ectivitles may be terminated, nen 
op modified. Keorgenigzationt, revisions of metneds 
Bnd proeeeses, wlteratione in flow of work. = 
redistribution of authority may tale place as 2 
result of improved adweiniatrative menagement. "Thus 
additional and new positions are created, and exist- 
ing omnes are abolished, merged, subdivided, oz 
maverlaliy altered. Changes of thie sort are narmmal 
~ a goverment a: weld a2 in any other organina- 
tion. 

AS these chonjes occur, the job description, 
eleass denser pions, organs gation charte, salary 
achedulee, and other phases of the pragean mush be 

revised to reflect the eosued conditions which 
exist in the organigation. To fail to ieoen the 
pian ongyans Gefeats the objectives of the whole 
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aR, F, wadlate ‘Job Analysia, Description, and Classi- 
fication, ~ Per 4 bade bi Lal y Yo. Ae Wa. dy ray 1946, Bes On, 




















GS 
ct is the responbibiilty of supervisory personnel to 

advise job Qmilysts Whenever changes occcum in oy job. Howe 
ever, 1a actual practice yhis is nov &lwaye Gone because of 
DEecsume of work or for other Peapons. Same supervicors 
hesitate to report changes of & depreciavory nabure and only 
report changes of on appreciatery nature. Nevertheless, the 
point Chat reguinwus euphescis ia that supervisory personnel 
must actively participate in the program end must report @i2 


changes if the  ,eb ana@liyeis progra. is to be effective. 


Jou fnadyese 
Tre ultimete success of any fob analysis prorsre:a is 
Gopendent upon the pertonei contribution of the individual 
jeb analyete. It is the englye? who uses or misuser a tech= 
nigue, and whose Judrment and interpretation goes inte the 


sob deseription.* This sucsests thet more eccurate informa 





tion can be obtelned by employing a croup of independent 
observers, and pooling their independent Judements and inter- 
pretations inte a composite jch Geserintion. Rereover, the 
judgments and interpretations of the annivats can be develoned 
and improved by systemetic tratninc. 





ihe qualifications necessary for analysts as reported 
oy cOmpanies in the San Francisco Bay aree are: A collece 


Geereé, several years of business op industriel experience, 


Se hes ata deel 





or ial 9. 











dn auard Sainer, “Job fmalyats, | Person OU 


: 133 4 Vou ® 
VII, Wo. 1, May, 1938, p. Zi. 
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ied 
and from several months to two years o the job training in 
Job analysis. 

Time gqualificatiow required by analyotes ao reported by 
Pahwer are: 

(2) Teehmical or industrial fealliarity. 

2) Intellectual agility. 

{3) Abiiitey to record observations in writinc. 

(4) Ability to eet alone with others .+ 

The gualifications as defined by Benge, Buri, anc May” 
ore divided into onmlgtical abliity anc personality. “Anal- 
ybical abliity involves the facility for ebtatning facts 
from a large mumber of employees @¢ gil levels, ability to 
distinguish essential from non-erseniial facts, and the ability 
%Oo Pecorm? the facts. “Personality refers to the ability to 
convince others of Ghe analyst's sincerity, avility to mein- 
vain friendly relationships, ani tenacity to atiek by wheat 
i@ believea to be right. 

Salner? save that in training the Job analyst, the em- 
Onesisg shove be on the preblem and its environment. This 
trmining, should coneist of three intempated parte. Pirst 
an introduction erpleining the purnese and meaning of jot 


analyéis., Sereng a delinitation of the curwont problen and 















feet " saveworontrs 
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op. 216., pp. 50-60. 
Sop, ois., DP. 33~+34. 
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$te Orictn av! neture, Showing job anolyhie ag the avemuae of 
gypronch to its selubion. Third the tying in the penerali 
tion from the fiest two steps, and Geaeching the epecifice 
techniques of job anglyrls. The errmor frequently made is 
in placing uriwe emohnesia on the thiecd part: that is, on the 
specific teshniques in m@king the job anglysis, without ade~ 
quate enphagia on the @ime and purposes of the project it. 
eelf. While procedures and techniques Sre important, tne 
gsaacess of She prosran aGanerdc upon the extent to which the 
{6b @palyst comprehends the purpome. 

To assist in the selection of individuals whe are audit 
able for the detailed work involved, the United States En. 


ployment Serviow has Gevelopec a battery of tests for eclec- 





tion of job aneliysts. 





Various authorities report numerous usec of job anrgiyois, 


ana clain imposing benefits that incustry may derive from 
the ube of job information. Terse reports twenty woec for 
jou infermation as rollows: 

i. Job gpaeding and classification, 





2. Wage setting ond stendamiication. 
R FProvieion of hiplog specifieatdons . 
. Cleseifilertion ef foh dutien and responsibilities . 
5. Prancfers and promotlons . 
G, Adductment of gelerances. 
7. BKetablishment of 4 COMMON unders band ing De Cyan 
various levels of vorkera end monaesenent. 
G. Defining ane outlining promotional sbeps. 
G Investigating Roc 2ieentes . 
Oo, indicating faulty worse procedures or duplication 





of effort. 
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11. NHaeinteining, Spereting, and adjusting machiner:. 
12. Time at wotion studies. 
a3. Defining — of authority. 
if. Inédleating cases of individual mers . 
15. indicating eauses of pexsgonal failure. 
. Education and training. 
. Paviliteting Jeb placement. 
ib. Stuliee of Lesith and faticue. 
lS. Setentific guidance. 
20, Deteraining jobe eultable for eccupaticonal sherapy.! 


The United Itates Eeoloyment Service reports the follere 
ing as products of job analyeia: 


otet definitions of the Dic 

% 
assificetione of Occupations for Parts IT and 

LY of the Die tienar: 

Job DeseriptiLoms 

interviewins Aida 

Job families 

Trade Pests o 

Aptitude Tacts* 


Tris list is expariied to inciude wartime uses of Job 









n% 













angiysis developed by the Secupational Analysis Division as 


SoL Lows : 

Devermininge the suitability of Jjoebs for the @n~ 
pleyuent of women. 

Devermining the euitehili¢y ef jobs for the phe 
sieally handicapped. 

Pebemsinine the relative importence of Jobs in the 
War effort. 

Revising hiring pmesulrenents . 

Re@iltening job tasks for job breakdown. 
Reslicning Joh tagks te shorten training periods. 
Outlining chg training caurser for aneciiic 
occupations .° 





RE CRU IEES . 


*Joveph EB. rere ‘Job Angiveia; A Resume and Biblie- 


Foe is Jourmed Parchology, Vol. SXVII, Bo. 3, 
1943; De | ey 


“carroll ik. Shar 
Research, * Cae 
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Hotwithstandinge the many uses ond bonefite claimed for 
job enelysie information, many companies are elther not using 
@uch Informetion, om mains only a linited use, The primer 
uge in industry ia for ouepeses of Job evaluetion in wase and 
Salary determination. Secondary uses ore for the purpose 
of improvement and standardigation of the methoda of produc- 
tion; organisational planning; and the functions of hiring, 
promotion, and transfer. GUther minor incidental user ere 
mentioned buy they are subordinate to the e@bove purposes. 

Probably one of the boat discussions of the uses af 
joy analyeis wae made by Bergen” twenty years aso. The uses 
aaqvoceated by Bergen are egugliy applicable today; in fact, 
with Ghe ever increasing euphacis on hipmnm relations in ine 
cusvry, they appear mere imporbant today than twenty years 
ago. AlGnougn industry has not yet mace full use ef job 
@neiyeis as given by Bergen, there is no indication thet 
such use ie not practical or feasible. hile in many reapecte 
thie ie an ldeal list, Summaticing the main pointe is Justi+ 
fied to indicate further uses of job antivgnie. Bersen divides 
the upes into three groups as uses of job annlysic, position 
specification, and position classification, Actusliy all 
three terms are reolly “job analigsie ac defined in this study. 

L. Uses of Job Analysis 
&. Imprevement of a by: 


leomret L. Derren, ‘Nees OF Job suey,” 
YVol. VI, Ke. 3, November, 1569, p. O5-100. 
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iL. Developing relations omen functional, de~ 
partinential, divisional, and cecticngl units. 
Shews inter-relationship of unite, basis 
for csomecructing, organieation charve, indi- 
cates where orpanigation is not function« 
ing erficiently, reduces friction mucng 
operating authorities, and outdaines path 
of operation from development of pelicy te 


Ste @mecution. 


fe} 


. hePining Limits of gulhority.--ill-definesc 

Linits of gubhority ere Cleclosed and over- 
lapping @uthority is e¢lininated. 

Plsclesing overlapping and duplication 

of effort is a wasteful utilization of men~ 


t x3 


power, job angiysis brings much cases tao 
Lignt and aindicates where savings of man- 
nower cud dollars may be effected. 

Kh. Digclosing improper spece layout.-~In meak- 
ims fob antivaic 16 is neenaser to ethudy 
She flow of work respecting the product, 
eJerical duties, and lines, of comnmications. 
iliogical erransement of devartments nay 
be disclosed and can ce elininated. 

3B. Inprovement of Operation by: 

lL. Déieclosing feulty prowedures of wore, -« 

Variation in procedywrte of work asong employees 
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GO 
doh; vhe Gane work Wall be Wrought cto 
Light and can be ctandaxrdiced. 
Iniecilesing faulty conciciones cf work.-- 
improvement of unsatisfactory worlcing condi-~ 
¢1om: is necessary Lor maxima worcer of- 
fecsiveneas. 
DigecL.oping faulty machinery,--—Paulty or 
obsolete machinery ie discovered. Improper 
care amd idle tine of machinery ls aise 


o. MOucatilon of Personnel bry; 


a. 


Defining contents and dinits of position. -« 
Participation of all euployees in fob anal- 
y8ie pesults in wholesale education of 
personnel with peapect te their jobs. The 
functions, dubies, @nd pespontibilitice are 
Clearly defined and brought to the atcen~ 
tion of the worker. 

Promoting common umderstanding of work be- 
tween employee and auperviser.--The pointe 
of view of Che employee and the supervisor 
are coordinated and reconciled, and mise 
underatandiings are recolved or eliminated. 
Promoting & common understanding of person- 
m@l problems between the supervisory forces 
and the personnel department. 
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67 
Disclosure of Individual Merit 
job anglysia often discloses individuals 
unusual talents or abilities. 


Digscloeuve of Causes of Pailurwe 


With 


Study of working conditions, qualifications 


needed, etc., may furnish conerete evidence, 


when coneidered with respect te present and 


poet incucbentea of the job, if incompatible 


relations bebweern the position and the incun- 


pente. If there are repeated failures, unte- 


sivpeble conditions may be eliminated to mitigate 


the incompettoility between job and worpmer. 


of Fosition Specification: 
Inprovenent of Selection and Placement by: 
1. Pacllitating employment tor specific 
Gions. 
2. Gublining information to be obtained 
the omploynent interview. 
3. Eneble interviewer to tell applicant 


eonditione wirier shich be 46 hired. 


posi- 


+ 


OL 


kh. Offerings baste for development of vocational 


Genus. 


Inprovement of Beninins and Spwiy bry: 


1. Indicating need of training im certain 


positions .~Diecloses positions whieh are 
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training. Learning 1s fecliiteted br stress 
ins imnpertant material and eliminating 
Lerelevant meberial. 
QuGlining trainings of employee by cuper~ 
yisor.-<By clearly defining the job, facii- 
itates ‘on the Job’ training. 
Outlining study by employee of positions 
with which he has eontac$.--lmaployees can 
eain perspective by study of job deserinp-~ 
tions of operations preceding and following 
their own work. 
Qatlining study by employee of positions 
ahead .--This perslvs employees to have a 
clear understanding of prezotional porsije 
bilities and to provide specific direction 
to training required for advancement. 
Urfering besia for development of manuais 
of procedure, s¢andarc practice inatruc- 
gions, 6t¢,--Development of such material 
is required for proper training of new 


enployeen , 


CG. Improvement of Tremafer and Prometion bys 


J 


Paciliteting selection of employees far 
transfer or promotion on the banis of their 
capacity to CLI apnecific positions. 
Offering basis of Getection ef “rowd pec 


in squawe hole.” 
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3 
D. Improvecant of Methods of Reportiny and Resord~ 
ing Personnel Activities ty: 


. fering permanent record of positiows. 


Sk 


, Offering baetla of Leprpovewent of Giher 
LLLaMeE . 


Oortoering bosiz of tuproved forme, 


tld 
v 


*, Offering ctandes’ terainology for use in 





COMVEPSLGLON, MEMOPaAndh ond copresponden 
E. Improvement of Measure of Proguction by: 
%. Onéicating units of output. 
DP. Inprovement of Personne] Grading by: 
1. G€fering basis of pating scales. 
Lit. User of Position Clase: fication 
A. Daprovewent of Promotional Procedure by: 
1. Indicating “blind alley’ positions for 
Climination or special treatment. 


TS 
5 


Indicatins the Gevelopment of recomnilsed 

Lines of promotion. 

3. diIndiertine the development cf ealternetive 
lines of promction for employeen of unusual 
abilillty. 

i, Offering basia of developmen 





CrawS . 

5, Offering the basis of development of a pian 
ami procedures to be weed in maicing 
pranotional adjustments . 





FO 
B. Improvement of Compensation Practice by: 

1. Offering basis of development of sclantific 
Salary echedchales. 

o. Offerings basia of development of a plan 
and procetiures to be used In makine salary 
ad tustrents. 

The extent of the uses omumerated by Rersen by any corpe- 
pny depends on the ohjective ani needs of the particular or 
ganigation. Job analysis in itself? dees not guarantee anv 
of the benefite but only furnishes trformation on which to 
hase personnel action. The best and most complete analyais 


is uweless if the Sects are mot pub te prnetical application, 


Pundanontally, the principle underlying «@ fob analysis 
rem i.e Chat action must be based on Pacts. Inatalilation 
amust be preceeded by careful planning based 





on: (1) decision of top management to so ahead with the 

progran, (2) decision regarding who shovid do the Job, and 
(3) decision respecting whet jobs are to be anelysed, and’ 
(4) selection of the job analycin technique. Im analyzing 
pance: the method 





jobs theme is no one best syetem in exis 
vo be used varies, depending woon the objectives and the 

needs of the organisation. and must be adapted to fit the 
specific pequirements of the estebliaiment. Frecilee plan- 


ning and mothodical study of job facta may not entirely 
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‘fd 
@liminete the difficulties ami shertcowtngs of job analyeis 
but wild ald in minimizing then. Since jobs ave subject te 
inevitable change, & contéimiing progran of revision is neces- 
gary if descriptions are to be representative of current 
coméitions. The success of the job antiysis it dgependent 
om the contribution of individual analysts; consequently, 
careful eelection ax training ef analysts ie reyuired. 
the uses of job anglysis are sayy but the prpogran wuct be 
Geniened to 716 cpecific requirements, and ne benefice can 
be expected from Job an@iyeia alene, If any benefits are 
GO acurue CoO an oryanizebion, it will be the result of 
practical application to percennel] action of the factual 


infermation ebtained. 





GHAPTGR IIL 


JOR AMALYSIS IN VME PUBLIC SEAVIGE 





In the public service the term Job Amalysisc” is used 
infraquentiy, while the tera “peattion-classifMention” haa 
general aceceptence. fNowever, both terms can be concidered 
itesif may be interpreted es 





Syn MOUs « 1 @lassifieation 
heving three diztinet meanings: (1) dividing the ontire 
administrative service into the poultions that are uader the 
G@ivli copvice and those that are not subjeat to it, (2) divi~ 
sien ef the elivil gervice into the class that is affected by 
competitive examination and that whieh in not so affected, 
(3) listing of tae avuthorteed positions as belemcing to e 
Gertain sempetiltive goraew), including their tities, duties, 
anc salertec.< Phe peimeer coneoon ef thie chapter is with 
the third meaning of ciaseiflcation, thet of ctucying the 
poegitions and recomilus che portinent facts about then. In 
this cnapter 1¢ if proposed to show the development of 
porition-classifleation, consider the techniques of rositione 





claseification, enamine the difficuitice and cherteoning: 
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fo 
position-clasgsification, survey tie problems involved ang 
mothods weed in heerning Gata current, determine the start 
revjuined and the coat oF the programa, @nd lastiy to consider 


J 


the uses that can be made of position-classi fication. 





paent of Position-tlas 


with thousands of individual positions in @ public or- 

genivation, 1¢ is futile to attemmt any chjective personnel 
action without precise end complete information about the 
positions, and without some method of differentiation on a 
Yea@liatic basis. Lacking & syatem of classification, the 
enGccutive cannot know which positions are aufficiently similar 

pe treated in like manner, and which pequire different 
treatment. To determine the treatment to be accorided a posi- 
Sion, the action requires support by facts and locic based 
on broad considerations that apply to the entire organization. 
The basis of elaretfication 1s constituted on the criteria 
that positions thet are alike in one or more respects be 
placed in the same clears and that itions thet ere differ- 
ent in those respects be placed in a different clags.+ Posi- 
tions mey be classified on more then one basis because of 


thelr varying, chapacterletics. Thus, in classifying posi- 


tions it 1s necessary to select the bacia which effectively 
Seryes the predetermined purposes of the clacsification and 
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"Tena fat "Basie Aspects of Posliion~-Classifloation, 
: view, Vol. 2, Ne. 3, Cctober, 1940, p. 2. 
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the usec to which it is to be put. Barnch states that ef} 
Fective personnel administration requires that there be applied 
to positions the same processes of objective claseification 
ond definition that are customariiy used to iing order out 
of a complen array of facts in ectenoe, art, and adminietrr- 
tien generally. Tnus, poeition-classifisation establishes 
@® logical ana consistent relationship amone: (1) the duties 
and pospormibllities of positions, (@) the standards of qual- 
ifLeations to T1121 then, and (3) where sintlar employment con- 
ditions prevall, the salaries paid. I¢ is the purpose of 
posnition~-classification to establish and meintain thie rela-~ 
tionship and to serve ef a primary tool for personnel admin- 
istration .© 

Recogniging the need for an effective tool to serve az 
the basis of personnel action, in 19128 the city of Chicago 
etapted @ Gyatem of position-classification, and shortly this 
progran was followed by cther states, counties, end cities. 
Golay practically all states, counties and mont sigable cities 
have established such syntems ef classification. The fecerel 
gerpyice also recomlsed this need by passing the ‘Clasalfica- 


Ta 


2 
Gion Aet ef 19235 .~ The authority te classify stems fron 
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“Civil & By LOG } Assemoly of the United States and Canada. 
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some particular legislative action or ordinance: consequently, 
public administrators have a definite duty and responsibliity 
Go clmesify positions. The Pight to claseify dees not camry 
with Lt the right to create ov eilminate positions. The ef- 
fect of position degeriptions or elmes specifications, as 
they are variously called, ie to deseribe duties and respon- 
Bibilities, not to restrict or prescribe then. 

in the Pederal Civil Service, the claanification isa 
shaped according to Pive basic groups, which are further sub- 
Givided into srades of difficulty and responsibility. The 
easiest and most routine positions have the lowest meade 
rmeber, the number: increase with increasing difficulty and 
responsibility go that the most ex@cting and difficult posi- 
tions have the hishest srade number. The basic sroupe and 
grades authorised by the Classification Act of 159235 are as 
Lolisews : 

Pp ~- The professional and Scientific Service, divided 

into Grades from P 1 to F 7 inclusive. 


Sr ~ The Jubprefeselonal Service, diviaed inte grades 





from SP 2 to SP 3 inclusive. 
CAS ~- The Clerical, Administrative, and Fincal Service, 
divided inte grades from CAP 1 to GAP 34 inclusive. 
Cu - Pre Custodien Service, divided into greces Cu 2 


$o Ou 30 inciueive, 
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lonivil Service Assembly of United States and Canada, 


Op. c1%., p. 308. 
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76 
Om - The Cloricai-ltchanteal Service, divided into grades 
CM i Go C8 5 Snclusive. 

Mot all federal geployees are Gubflect to the provisions 
of the Claesaifieation Act of 1923. 4 nmunber of apenciere of 
toe federal soverngent, including Tome Gyner.' Loan Corporr- 
tion, Tennessee Valley Autnority, Parse Credit Administration, 
Faerun Security Administration, and others have autiorlity to 
fix ratea for positions without regard to the Classification 
Act of 1923. These agencies, recegnisins the necessity for 
& position-clasasifiecabion plan, rave developed plans atapted 
to their ows specific needs + 

Other groups of federal eumployeer and public service 
@uplevyees can be considered in apec tal CQUaCOrlez, and as 
Buch, are usuelly net subject to Cavhi Service jurisdiction. 
Tre employees in theme catacories are elective officers, 
legielative groups, heads of departments, deputtea, confi-~- 

tial positions, and laber class .© 

Although come positions in the poowlic service are exempt 
from classification, moat positions ave studied end identified 
wlth pespect to their duties and pemponsibilities. Nowever, 
to clearly evaluate the duties and responsibilities of any 


position, it is necehsary nod only to study the position 


SOY SNR 





hegyid Serprice Assembly, Op, cit., pp. 1520. 
fgliver P, Plelds, op. cit., po. GT-75. 
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‘teelf but also the organiwation of which 1b is @ pam, ana 


the reletionsnip of the position te the organigetion. 





in contidering, position~clagsification techniques 12t 
must be pemenbered thet the technique to be employed must 
fit the chjectives of the overall prosran. In industry the 
technique for obtaining job facta is determined by the pur- 
pose of the progmam and what us@ will oe mace of the informa- 
tion. Many job analysis programs in industry pequire more 
detailed job information than is necessary in the public 
service, where the main objectives are to: (1) define the 
duties and responsibilities, (2) detersine qualifications 
reyuired, and (3} esteblish salaries. Morecver, since the 
classification merely defines the positions without power to 
establish or to restrict, the techniques required are ruch 
Simpler than these utilised by industry. Whe Civil Service 
Assembly of the United States and Canace defines the ultimate 
“llecation factors vequired for classification as follows: 
Tre duties and resnonsiblilities of a position 
ean ve factually set forth, studied, ard analysed 
accordins to certain basic eloments, which are here 
spoken of @2 ultimate claseification factors, namely, 
{3) subject matter, function, profession, or occu- 
petion represented; (2) Gtfficulty and complexity 
or duties; (3) nonsupervisory responsibilities; 
k} supervisory end administrative responsibilities: 
and, vo the extent that they may not be invoived 
in the other factors, (5) qualification standards. 
Accordingly, it is convenient to recard these fac- 


tors as collectively constituting the besica for 
position claseification. It will be found that 
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Hil cheestification factors of a more detatie” cher 
acter, om their effect, may locicglly be considered 
under one or more of these heads.- 


The type of a claseification plan Ghat should be installed 


in any organisation of the publie service will depend on: 


(1) 
(2) 
(3) 
(4) 
(5) 
(6) 
(7) 
(3) 


Sige end type of jurisdiction, 

Number and type of positions, 

Gesgwapiic Gletribution ef poritiong. 
basic lesail provistons. 

Perzgonnel mules. 

l@sal interpretations and court decizions. 
fhaministrative tradition. 


Group arn! agency attitudes .* 


However, @ certain number cf preLiminary major steps 


ere required for implementation of the procran. They are: 


(2) 
(2) 
(3) 
(4) 





Selecting the avency to do the work. 

Arvansine for finences and staff. 

Determining the positional coverace of the survey. 
Making, appropriate contacts for peneral cooperation 
of gall interested persons, agencies or rroups. 
hesembling enisting infermntive material. 

Degienine end reproducins & ponition-dercription 


questionnaire and instruction for Pillins it aut .2 











top y C2%., Do OF . 
“renae Baruch, op. ¢lt., p. 13. 


2 . ‘ 
“Cavill Service Agsenbiy, op. cht., p. 250. 
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7D 
Peo the above considerations it 1s epporeny Giat the 
development Of & program if a hinhir technical jov that ree 
quires detailed sbudy and conmpiderabice tine. The selection 


nat ite of vimest inpertance, far 


ts 
o> 


of the staefr is @ probie 
on Ghe staff will Gevend the completeness op inadequacy of 
the prowten. IP there ta ao one within the erpgenigetion with 
the experionve necessary ta develop and Install the plan, 
16 42 advisabie to Bdoure consultants fran the outelde. An 
eubaide staff sonic pave witie experlonce in clasuification, 
be feelitar with teccniqgues, ana hove @ detached and unbiased 
viewpoint. Zven when consultants are empliyed, if is neces 
sary tO provide fur continucus administration of the plen, 
80 personnel from within the organisetion should be asslenedc 
bo Ghe conZultants for azsietance and treiming, for the pur 
powe of Geveleping a staff capabie of keeping the plan up to 
Gate . 

tt is the duty of the star? to develop @ plan involving 


the following steps; 


fend 


. Apranging ar studvine questionnaires in opgan- 
igation order and preparing rougi pencil charts 
or opranigation structure. 


2. Arrenging w.uestionnaires occupationally. 

3. A@nelygin«e poritions. 

4, Debtermininc classes. 

S, Determining relationship agaong classes as to 


kind of work and Level of difficulty and reapon~- 

Gibilicy. 

Selecting class tithes. 

Preparing workings definition of classes. 

Alilocatins, pozsltion to classes tentatively. 

. Somducting work-aucite . 

10, Revising classes, class tition, @llecations of 
positions to classes, 
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SO 
Ll. Writing class speolrmisetions. 
12. Drafting code of rules for the installation 
and adainistration of the plen. 
13. Clearance or che classification gian for adminise 
tretive officials, etc.+ 
Generally speaking there are Pour basic stene used dy 
tne staff in setting up the plan. They awe acs follows: 
(1) fmalysing and recording the duties and other dis- 
tinctive characteristics of the ponitions. 
(2} Grouping the position into classes upon the basis 
of tnedr tinilarities. 
{3} Weitin: deseriptions of each class of pomitton 
that widl indicate Lita chempecter. 
(%) Sliecating individual positions to the classes 
described .2 
The methods used in obtaining, the necessary job inforna- 
tion date varies with the opyanimation, but are usually ob- 
tained from sourees in the order listed: (1) questiomaires, 
(2) interview with employees and supervicors, (3) cowbdnation 
of the above two, and (4) observation by a trained enalyst. 
The nerticular method used depents on considerations of cost, 
Gime, anc general practicability. The best date is obtained 
by interview and observation by trained enalysets, but this 


time conguming. Generally, 
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er, and J. Donald Ningsley, P 
Lon, [mrper and Brothers, Mew 






dic 


ODN. » 






Willian E. Mow) 





all 2 | 84 R-. 








32 
the method noet frequently employed is the questionnaire. 
This is of two types--that completed by the incumbent in @ 
position, and thet pertlalily completed by the incumbent and 
partially by the supervisor. Most ompenisations use the 
came questionnaire for all positions in the organizcations, 
while some fer organisations have @& simnlified cuestlonneire 
for subordinate positions and a detailed questionnaire for 
Supervisory positions. A sample questionnaire for supervisory 
positions as uvged by the San Mateo County, California is 
roproduced hero: 


Oa MATEO CIVIL SERVICR COMMISSIAN 
DOAN MATEO COUNTY, CALIFORATA 


QESTIONNATRE FOR MANAGEMENT POSTTION 
TITLE OF JOB DEPT 
NAME CF INCUMBENT 


1. Describe your job duvies, exactly what do you do in 
your jon’? 





2. What are the specific functions or purposes of the De-~ 
partment fin which you work? <cState who, or what laws, 
ULES, O6e,., prescribes these functions or dutsiec. 
Quote authority or attach copy of applicable laws, etc. 


3. What funetions or work are you, personally, responsibie 
for? 


%. Po whom are you accountable for the proper discharge of 
your aucies? 


S. Who, orp what laws, ruliet, etc., specifies what your duties 
ang responsibilities awe? (cuote or attach copy.) 


6. Whe reviews your work to see that i¢ 4s properly per- 
formed? Mow often end to what exbent is it veviewed? 
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What kind of decisions are you, tione, rosponsible for, 
ublng your own knowledge op jwipment? Give recont ex- 
empios of such decisions end the gpecific situation. 


On wnat kind of problems do you consult with your ap~ 
pointing aughority or other persons of authority before 
you make your Pinal decision? 


How wany employees are you cirectiy responsibie for? 
List py classification and give number in each clase. 


Does your job requive you to potsess the same kind of 
professional or technical skill or “know-how” as the em- 
ployees under your direction? if eo, explain why. 


Which of your duties require the most professionali or 
eechnical skil1? 


which parts of your Job pequire the most resourceful- 
NOe8S and initiative? Give illustrations. 


How do the Gubies of your job affect the average resident 
of San Mates County? 


wnat particular segment of the County population 1s most 
affocted by, interested in or frequently concerned with 
the functions of the Department or Division in which 
YOu woric? 


hat toois, machinery or ecuipment is rour job respon- 
Bible for? State in what way 2t is responsible. 


Ape you, personally, responsible fer the custody, mein- 
tenance or protection of any Country property of any kind? 
If ao, stave specifically the kind of property and ex~- 
tent of your persounl responsibility. 


How lomg have you held your present job? 


Vnet education and experience did you heve prior to ap- 
Lntment which you believe guelified you for the work? 
Note: the purpose here is to help determine the amount 

of education and experience required for the job.) 


Does your job require you to maintain official relations, 
contact op cooperation with other Gevernment officials, 
Gounty or other? Expiein when, how often and with when 
the relationship exists. 


To what extent do your duties require you to deal with 
the public and in what particular capacity? 
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a3 
Since the primary technique of ubteining iInforertion 
ie bY means of the suestilonnaire, written instructions are 
& necessary supplement to the cuestionnazire to assure unti-~ 
Sormity to pregentation of Gata. 


Tie questionnaire metho@, wnen wed alowme, 26 
inaieduste because employees aro inclined to over- 
state the importance ef their fous, ex Tail tu re--. 
corm pertinent data. However, Chere is an advantare 
in having nelected worhers, Pll out the yuestion~ 
naéipec, because thie proceduse (4) Ineuresa a feeling 
of partic ipation in the study. (b>) sivea che analyst 
useful background information, and (e) yields de- 
G@iis whieh otherwise might be o-. veplookmd. In amy 
event, whether the interview ta used aiane or in 
combination with a questionnaize, it is esoential 
Ghat the Porewen and other iraediate supervisors 
be consulted at the outset, so thet their hmowledre 
and experience will be_utiliced and theie active 
Harticipaticm secured. 


After @1l necessary information 1s obtained about the 
positione:, clase specifications are prepared embodying all 
of the factors that diatinculah ome clase fron another. 
eed of four parts: (1) the class 





The specifications are comp 
title, (2) the statement of dutiee end responsibilities, 

(3) the atatesent cf typical tasks or examples of work per- 
formed in pogzitions in the class, and (4) the etetement of 
minivam qualifications.<« The statement of minimum guelifi- 
cations should always specify the minimum requirements neces- 


sary for the pos ation without any consideration ef the special 
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itndustrial Relations Associmtion of Poiladeinnia, 
ay = wage Commilttee, bealary and Wace Aduinistrat Loa,” 









., Mey, 2936, pre. 253-54. 


“Mosher anc Bingziey, ,. of4%., p. 372. 
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qualifications that the present incumbent of the 





may have. 





in using the queationnelire for ebtalning information 


about positions, the information ovtained is often undepe 





able for inewsbents may try to magnify their own jcb. Some- 
Cimes when incumbents are hired for 2 certain job but in 
roality ere performing another, they vend to report the job 
for which hired and completely dlarecard the work they are 
perforaing. In other cases, the anployeen may misinterpret 
the instructions and aquestlommaine, and in some casen are 
incapaule of making a welvtven report of their duties. 

Additional shorteemings an’ difficulties in classifying 

positions are: 

{i} Getting the indwibent to analyse ant report in 
writing the facts about his pogition. 

(2} Determining the level of GL£floulty an¢é pesponsi- 
DLiity imkerent in jobs, particularly theee in eae 
class s@m.esa of pasitilaw. 

(3) The owe of words that are not definitive enough 
tc have the came meaning to all voncerned. For 
exanple, the words ageiltl, neviies, reviews, etc., 
Will have different meaonlingt for Ciftferent individ- 
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(4) 


(7) 


(f) 


BS, 
Failure to disregard personal considerations in 
deseribing only “the job --for example, the partic- 
ular qualifications of an employee may not deter- 
mine the specific requirements for the Job. 
Failure of supervisors te bear in mind that the 
wort: is the subject of analysis, and not the per- 
sonal performance, ability or characteristics of 
the employee. 
obudying the powition in isolation without regard 
to welationship with other positions and the or- 
genigation. 
The public service classification has not concerned 
tteelf with job stendardigation or with the develop-~ 
ment of unit standards of output. 
Considering the job analysis formulat used by the 
United States Employment Service, tne public service 
classification concerns itself only with the WHAT 
and HOW ef a job, without consideration of the 
WHY. 





Sance position-lassifieation is a requirement specified 


by legislative action, 1¢ must be kept current even without 


resard to other considerations. However, it ls necessary to 


Look at some of the factors and reasons for keeping the pian 
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8G 
curpent and the descriptionc revised to date. The number 
and nabure of the changes required is dependent upon: (1) 
the completeness of the orlieinal classification, (@}) the nue 
ber of positions, (3) the variability of functions and ac- 
tivities, (4) whether changes are made lesisletively or ad- 
ministratively, and (5) whether the duties ean be changed 
administratively or whether legislative action is required. 
The revision of specific position descriptions or apecifica- 
tions becowen necessary under the following circunetances: 
(i) when new positions are established, (2) wher positions are 
deleted from the oreaninaation, (3) when the duties or respon- 
sibilities of 4 position are changed, and (4} when there is 
® need for chanming the qualification standards for the posi- 
tion, 


tar CU LPee 

in studying the ateff requirements it is first desirable 
co lsok at the qualifications that the individual members of 
the staff should possess, and secondly to determine the siege 
of star? necessary for installation and maintenance of & 
programa. The individuel qualifications can best be appraised 
by an examination of the minimum requirexnenta presemibed for 
aizferent levels of personnel technician in three different 
public service organigations~--The San Matec County (Calif.) 
Givil Service Commission, the California State Persennel 


Goard, and The United Stetes Civil Service Commission. The 
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87 
Generiptions that follow are for Junlor personnel technician 
in the Civil Service of the San Mateo County, assietant per- 
sonnel technician with the California Stave Personnel Board 


and the general requirements for analysts in the Unltec otates 


Givil Service Comminsion. 


ban Mateo County - 


nines Qualifications 








ond Experience: Equivalent to graduation Prom 
collele an “special Courses Pelated to public and/or personne! 
administration: and at least one year of craduate work in 
subjects closely related to personnel and public administra- 
tion. Experience in personel, administration may be substi. 
tuted for craduate collese education up to a nexinum substie 
fution of one year of the required experience tubstitubin: 

for one year of education. In order to quabity for subsatitu- 
tion, Such experience should have been in an orgemiced personnel 
department of a private firm or public aseney with & Lairly 
ierge mamber of employees. 


wiede and Ability: Some knowledce of the fundementel 
anc basic pr LD LOS Aric terminology a? public and personnel 
Sirministration; some knowledge of the 2iteratume and the cur- 
rent trends in public personnel aduinistration: Paniliaerlty 
with statistical methods; abliity to get alons well with 
others; ability to follow oral and written directions; aollity 
Go deal successtulily witn people and sein their respect and 
confidences willingness and ability to accept responsibility; 
Rbility te use good Englien ability to dictate correspondence; 
gone knowledse of etup yloynent interviewing techniques: abilitty: 
tO write procedures and reports . 








pbave of Cali formmia - 
Minimum CoeiiPications 


Bither 7 
One year of experience oc a Junior Personnel Technician. 
Oe FT 
Erperience: Either: 


1. Two years of full-tine experience im (@} public 
ar private personnel work recuirins dec sions 
and responsibilities of sreater ai ffioulty than 





ire 
Ghose involved in timekeeping, and porsonnel 
recordkeeping; (6) making eccupational analyses 
comparabie to those of the Uriited States Enuploy- 
ment Service; (c) fulltime placement interview- 
ane (routine interviewing and aseisting applicants 
in flilines out employment applications is not 
acceptable); or (d) technical work in the field 
of administrative, fiscal, socio-economic, or 
procedural analysis or research. 


on 
2. Tnree years of full-time professional or tech- 
nical experience in a fleid requirins a technical 


education of colleriate grade and involving duties 


end reaponelbilities whieh would develop a com- 
oreehengive bnowLledce of employment requirements 
of a broad industrial, commercial, op technical 
PLe@1c. 

nd 


2 
Edueation: Equivalent to Graduation from college. 
(Additional qualifying experlenee may be substituted 
for a maximum af four years of the required educe- 
tion on a year-for-year basis.) 


in @eppraising experience, more weicht will be civen to 

tne breadth of vervinent experience and the evidence 

of the candidate's ability to accept and fulfill inerees- 

ing responsibility then Ng length of his experience. 

a 

Knowledrces and abilities: Wide knowledse of the prine 
eiples, techmiques, temminolory, and procedures of 
claseification, pay, performance reports and such 
in-service transactions es those listed in the 
fypical Zaske, and of testing end test constructions 
wide knowledwe of the Literature and of the current 
trend im public personnel administretion; working 
“unowledge of the sources of material avaliable 
for use in the preparation of exe@ninations for the 
selection of public personnels working knowledse of 
and ability to appiy the pranciples and precedures 
of clagsification surveys on a departmental or state 
esoney wide basic; skill as an intervLewer and 
abllity to appreise candidates! qualifications for 
@aployment; Gkill in performing research work and 
some knowledge of statistics; ability to make job 
anaiveses and write class specifications; ability to 
prepare written and performance examinations; sbility 
to assist in the administration of & service rating 
Syutem: ability to explain persomnel procedures and 
adjunt complainte; ability to plan anc prepere in- 
service tr@inins programs; ability to sige up site 
uations and people accurately, and to adopt an 
effective course of actions ahility to deal 





a9 


Successfully with people and to cain their respect 
and confidence; ability to address Large croups of 
examinees effectively and to cet then to rollow 
cirections: ability to dictate correspondence, to 
use sood English, and to speak effectively; ability 
to supervise the work of others, and to fet then 
$o wort together effectively; ability to ask search~- 
ing questions and to distinculish sisificant dif- 
ferences; ability to cummanrige facts and opinions 
comisely and Se ami to be alerts to detelis. 
Ene 


Perconal characteristics: Integrity, resoureefulness, 
initiative, patvdenoce, tact, adaptebility, foresincht, 
open-nindedness, thoroushness, accuracy, poise, 
good judgment, neat personal appearance, good health, 
ang freedom from disablins defects. 


2n@ general qualifieations for analysts specified by the 
United Otetes Civil Service Commission are: 


Por outside annointment to the position of 
Position Classifier CAP-~5, the entrence level, the 
individual must attain elicibliity on an appropriate 
eonpetitive Civil Service exanination. If an em- 
ployee is promoted fron within to @uch a position, 
ne mugt attain eligibility on an appropriate written 
end oral promotional ¢xanination, as supplemented 
by &@ personal investigation of his aquelifications . 
In this eonnection, consideration is siven to the 
employee's abliity to express himself verbally and 
in writing, his ability to meet and deal with others, 
hie alertness and nia analytical ability. Three 
yemrs of seneral experience (for which education 
mney be substituted} and one year of specialised 
clasei?ication experience are required for promotion 
GO orpede CAP-7, the sgub-Journeiman level. n acddi- 
tion, to the general experience requirenent, which 
renaina constant, two yeara of apecialisced classifi- 
cation experience are required for promotion to 
grade CAs=-9, Che jourpneymen level for Position 
Classifiers. Nore extensive specialised experience 
——- for promotion te positions above prade 

Bed. 

AS a senerelity, 1b may be atated that @ Clas~ 
Sification analivat reguires experience of at Leact 
one year pefore he is prepared to receive assirm- 
ments involving the study of the more difficult 
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and higher level technical positions. As indicated 

by the promotional requirements, even more extencive 

experience is omdinarily required before he. can per- 

form full Journeyman dubles satisfactorily.+ 

From the Porecoing Ceseriptions of the cusgiification re- 
quirements for enalyate by three public service agencies, 
i¢ is clearly apparent that analysts must possess certain 
minimum qualifications or he siven considerable specialised 
trainin: to qualify as expert jch analysts. 

in estimating the sige of steff required, it is necessary; 
to consider the number of positions in the organization, and 
how fpequentiy they are changing. No one rule willl apply to 
ell jurisdictiona, but some general idea may be obtained from 
the experlences of other orcanigations. The San Matec County 
Civil Service Comnission has one personnel technician to 
cover approximately G00 Jeba in the county. The California 
Pepsonmel Doard employs fourteen pergormel technicians and 
three clerks for the 50,000 Jobs within the state. The eri- 
ginal San Mateo County survey was made in 1945 and required 
Spout Bix months for completion .* The Oallifornia State survey 
Whe Bade 3n 1950-31 covering the 20,000 Jobe then in existance, 


and Fook approximately ene year. If is estimated that four 














AReply to Quectionnaire by DenJanin Derger, Classifica- 
tion Officer, United States Civil Service Commission, 
washington, DB. C. 


estatenent of Villian LL. Gogrins, Actines. Personnel 
Director, San Mateo County, @1 Merch, 1045. 
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OL 
years would be required to do the same survey now Por the 
60,000 jobs with the present starr .+ 

Tine Civil Service Assembly estimates that in a relatively 
stable service or one without an Intensive classification 
plan, the time of ome staff mouber i138 required for each 2,500 
to 5,000 positions. In e@ cnenging organigation, or one with 
an intensive progran, one staff member is required for each 
1,000 to 1,500 enployees .@ 

Ite ic furcher estimated that the time reguired to develop 
and install a poeition-classification plan wiil vary between 
three and one-half to six and one-half months per 1,060 em- 
ployees The actual jensth of time will be affected by fact- 
ors Buch a8 the ocecupabional complexity of the service, the 
sceospaphic distribution of the positions, the technique uti-~ 
iiged, and the characteristics of the service. The size of 
starf required to maintain the plan current after installa- 
tion is dependent on the stability of the organigation and 
nence the stability of the cuties and responsibilities of the 


procran. 





in the public service the budmet necesgary for a position- 


Classification syetem is one of the most important factors 


ed 











t2enky to Questionnaire by Clarence L. Burser, Senior 
— Technician, Califomia State Persorne! } Board, March, 
Lo4ao 


“civil Service fgaenbly of United ctates and Canada, op. 
eit.. p. 299. 


“tpid., p. 158. 
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affecting the type and conpieteness of the procran Ghat can 
be establiched. The same considerations that affect the aise 
of ataf? alse affect the coset. The best budset estimates for 
a position-classification plan as determined by the Civil 
Seryiee Aggenbly are that the annual cost per pocition is 
from $1.00 to $2.00 for the Less intensive type, and from 
84.00 Go 86.00 per position for the more intensive... Favor- 
able conditions will neturally reduce the cost while any 
eombination of unfavorable circiuwtances will increase the 
cost. if considerable travel is necessary to ebtain Job 


facta the cost will be increseed. 


Yges of Poaltion-Classification 

43 previously stated, the main objectives of position- 
@lacsification are to: (1) define the duties and responsi- 
balicier, (2) Getermine the qualificetions reauired, 





(3) establish salaries .= In actual nractice the above are 
the m@in usee or benefits that accrue to en orsanisation. 
However, in other orrcanigations where more intensive types 
of proscpam® are miinteained, various additional uses ere re- 
ported. They are: 

(1} Bstablishes uniform terminolocy for positions. 

(2} Gvercomes the limitations of the humen mind in not 

being able to remenber a large morrsanized mass of 


infrornation., 
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lepid., pp. 159 end 300. “Supra, pp. 7% and 77. 
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(3) Bervves ao a baeic for personnel budget requirements. 
(4) Gy establishing requirements for jobs facilitates 
recruitment and selection. 
(53 Provides basie for in-service transfers. 
(G) Establishes basis for evaluating performance of 
employees. 
(7} Showa need for and type of training required. 
(3) Aids in employee manacezent relations. 
{2} Batablishes systematic lines of authority. 
(16) Defines the organisation structure. 
{11} Shows weaknesses in the organivation. 
{io} Provides basis on which to establish production 
standards . 


(13) Serves as basic for civil service teste. 





Position-classification in the public service, the mevhod 
of stu@yins and reporting facte about positions, is prescribed 
by legislative action of the federal, state, county, and city 
sovernmenta for all civll service employeos. The classifica- 
tion meraly reports facte about pomitions without any auth- 
ority to expand or Limit the positions. in determining the 
type of plan Ghat is suited to a particular organisation 
it 46 necessary to consider sime and type of jurisdiction, 
rmmber of positions, ceosraphic Gieveibution, and the basic 
legal provisions. Becmuse the development cf a plan is a 
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CH 
highly technicai job it may be advisable to secure consultants 
to insteil the progren. The primary methods of obtaining 
job information are by means ef yuestionnaire and by inter- 
view. Thiae procedure often seriously affeets Ghe reliability 
of the information that can be secured. Prosition-npeeifica-e 
tions are prepared from the data obtained by questionnaire. 
in order to compiy with the legai provisions, and to have 
Gescriptions that are regiiy cescrinptive of the positions, 
eonstant revision ip noceseary to keep data current. The 
staff required for installation and maintenance of the progran, 
and the budeet requirecé for its maintenance, are determined 
by the aigze of the organization and the intensiveness of the 
program. The vrimary uses are to define the vositions, de~- 
Germine the qualification required, and the salaries paid, 
bub many other uses can be made of the information. The eze 
tent of the use wade of the data and the benefits accruing 
$6 an organization deronds entirely on the amoumt of prac- 


tical anplleation that is made of the information. 
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CUAPTER IV 
JOD ANALYSIS iN THE ARMED SERVICES 


introduction 


Chapters Il and IIL cevered the practices of ob anal-~ 
y8is in industry and in the public service respectively. 
These two chapters showed that job a@naiysis is a tool in per~ 
gonnel ectivities for optainine information about jobs, which 
may be utilised for more effective personnel adainistration 
and management. Industry and the public service recocniged 
the fact that only through a job analysis proyvran can maxi- 
mum personnel utiligeation be achieved and wasteful peraonnel 
practices be eliminated. This need also has been recognized 
by the various branches cf the Armed Services @o necessary 
for effective manpower utiligation. The need for job anal- 
yeis in the Armed Forces is even more ungent than that in 
industry or tiv public service, fer vast numbers of nen are 
employed in a creater variety of complex jobs than are found 
in any GSingvle industry or public service orsanigation. The 
totei number of men in the Armed Forces is over one and a 
half million with potential expansion to elgnt or ten million 
under war conditions. Moreover, in the event of total mabil-~ 
ization of the nation's resources, the Amsed Porces may be 
concerned not onlivy with personnel within the services but alse 
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with the job of every individual in the country. With this 
prospect, the Armed Forces must be prepared to assume th 
responsibility for making the most effective use of the nation’s 
manpower. The information necessary for this undertakings and 
the fulfillment of the regeponsibliity can oniy be obtained 
by the systematic and methodical study of each and every job 
within the Armed Services, both in peace and in war; and 
secondly, to study the relationship of that Job to civilian 
ocoupations., Since such information can only be obtained 
through Job analysis, it is necesvary to survey the methods 
anc practices of Job analycis in the Armed Services for a ful- 
ler understandings of the part job a@nelysis is taikince im the 
Armed Forces, 

This chapter is devoted to the Job analysis prorsrams 
ef the Armed Forces. In presenting the discuesion, the ma- 
~erlel has been divided into four main secticns; namely, 
job ana@iyesis in the Navy, Arwy, Air Force, and the Marine 
corps, respectively. Technically, the programs are very 
Similar in thas they attempt to cet a thoroush description 
of all peacetime and wartime jobs and their relationship 
to civilian skills, but the deteiled prosrams and techniques 
vary, being adapted to the specific requiroments of the or- 
sanigation and the peculiar nature of the Joho in each serv~ 
ice. Since the Coast Guam is pars of the Amsed Services of 
the United States, and in time of war operates as part of 


the Navy, the procran of the Navy will be considered in creater 


Getall than the programe of the other services. 
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Prior to World War TI, some @ena@ly=is of the jobs in 
the Navy had been made, but tnis was done in an uncoordinated 
and haphegard manner. All the work that had been done was 
on some ship or etetion in an attempt to selve some Local 
prpoclen. Consequenbiy, when wer was declered the Bureau of 
Naval Personnel had practically no information catalozued 
G@eseribing each billet. According to Jewett, available 
data consisted of billet titles and did not include job deserip- 
tions which would provide valuable information to personnel 
charged with selection and detailing. With rapid expansion 
of mobilization and development of complex equipment, rezular 
officers could not be expected to keep up with these new de-~ 
velopments and reserve officers hed no information upon which 
to bace decisions involving selection, detailing, training, 
and promotion. To alleviate this situation the Secretary 
of the Navy and the Chief of Naval Personnel requested the 


assistance of the Pirm of Boor, Perey, Allen, and Hamilton to 








igsvept where otherwise in@icated, this section is based 
om correspondence with and on replies to questionnaire furn- 
iened by Me. D. @. Price, Head, Blilet and cualificatieons 
Brench, Research Division, Bureau of Navel Personnel, Navy 
Department, Washington, Pp. C. 


ecar. G. WW. Jowett, Jr., Developments in Offieer and 
Enlisved Billet Analysis and Qualification Research, Abstract 
of Personnel Trainin: Course for Reserve Officers. Held in 
Burvers 15 vune - 20 wune, 154/, Sureau of Naval Personnel 
(Unpublished) September, 1947. 
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JS 
mace @ comprehensive supvey of the functions, objectives, 
and organieation of the Bureau of Naval Personnel. Their 
report stated the need for a comprehensive job analysis pro- 
gran in the Navy. 

In the autumn of 1943 ea pregram of [ob analysis was 
established in the Bureau of Naval Personnel. Two staffs 
were orceniged, one to study the billets of officers, and 
the other toe study the billets of enlisted men. The former 
staff, called the Officer Blllet Analysic Section, was estab- 
dished in the Shore Establishment Section. The latter staff, 
called Enlisted Biliet Analysis Section, was established under 
the Standards and Curriculum Divicion of the Training Activity. 

The Officer Billet Anaiysis Section developed catalocs 
ef officer billets for naval districts, staffs, ang ships. 
the Enlisted Dillet Analysis Section develeped several types 
of studies, chief aaong which were ¢tudles of naval ratings 
and etudies of Ships. The studies of naval ratings were 
undertaken with @e loncve-rance view toward @ comprehensive anail- 
ysis of the work of each naval rating. Such studies were 
eventually to provide a complete samplings, of biliets in each 
rating, including all pay srades and a12 types of ships and 
stations. The studies of ship types were to analyse ail the 
billets on one type of ship. Such studies were based upon 
the complement of that ship type and upon typicel orsenica-e 
tions of duty assignments. Specifications were prepared for 


eertain types of veaselis. mong these were studies of APA‘s, 
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destroyers, destroyer escorts, submarines, and cruisers. 

Pne specifications usually included deseriptions of billets, 
tosether with statements of usual rates assicned and perforn- 
ance requirements. In addition, typical bills diisting battle, 
emercency, wateh, and routine duties were Included. 

Althouch congiderable information wae collected and a 
ruumber of ship-etine specifications were published, only 4 
besinning had been made in analysing the Jobs in tne Navy. 
However, a becinnine hed been made, but whet was more irtpor 
tant, techniques and methods wera developed and were tested 
under actual operating conditions. 

#iGh Ghe cessation of hostilities and the consequent 
reorganization, @ Research Division wae established in the 
Bureau of Naval Personnel, where ali research within the 
Bureau vias te be concentrated in omer to prevent duplication 
and where proper direction could be provided for the work. 

On 1 January, 1986 the Officer Billet Analysis Section and 
the Enlisted Billet Snalyvsis Sectione were placed in the Re~ 
search Division, where they are currently known as the Billet 
ang Qualifications Rerearch Branch. This assures that the 
work begun during the war wlll be continued. 

the mission of the Billet and Cualifications Research 
Branch is to conduct investigative studies into naval occupa- 
Cions and to develop tools for sarryins out Buch personnel 
Sininistrative functions a5 recruitment, classification, 


training, advancement in yvating. detailinc, mobilization 


planning, and wage and salery adninistraticn. 
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in accomplishing 1ts mission this Granch prepares occupa- 
tional analysis manuals and other personnel publications, 
and develops various techniques and devices, such as person- 
ne]. reting structure and conversion tablee to translate mil- 
itary needs into civilian labor market terminology. Alii 
such instruments are developed from basic occupational data 
obteined through the analysis of naval officer and enlisted 
Jobs at naval stations and aboard ships. 

The Head, and Acsistant Head, of the Dranch pian, di-«~ 
rect, and @dminister the program. Serving directly unéer 
them are two "Projects Supervisors” who direct terms of re- 
search anilysis in sathering and synthesiging job informa. 
Cion, elther in the central office or in the field. O9ne 
Project Supervisor directs those occupational research pro- 
‘ects concernec with officers and the other Projects Super- 
viser Girects these concerned with enlisted personnel. Each 
sean of analysts is headed by a civilian or military “Group 
Supervisor” who directs the personnel of his teax, in the 
execution of one research pro ect. Editorial help in the 
preparation of Job analysis studies for publication is pro- 
videG by the Editor of the Branch. 

The Billet and Guelifications Branch has the benefit of 
technical suldance from several sources in the carmyring out 
of ite job analysis functions. In the first place, usern of 
Job analysis publications render invaluable service in re- 


viewing specifications te insure that they are technically 
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LCL 
acourate. Other sovermoent agencies, such as the U.S. Enpioy- 
ment Service anc the Manpower Utilization Branches of the 
Army and Air Force, furnish the Billet Analysis Branch with 
their recent publications as @n aid in developing new techniques 
or providing information of particular value in the execution 


of the program. The Dictionary of Occupational Titles and 





yapious compilations of jobs in specific industries published 
by the U.S. Employment Service serve as a batic guide in the 
develonmment of the Navy billet analysis and classification 
eysten. 

In addition, this Branch has the benefit of expert ad- 
vice and opinion from the Civilian Advisory Committee to the 
Chief’ of Naval Personnel. The membership of this Committee 
econtists of mm holding important positions in the field of 
personnel administration, psycholesy, vocational puidance and 
education. This Comaittee has followed the progreas of the 
job analysis program very closely, has advised on the proper 
format for [ob descriptions, and has made recommendations 
to the Chief of Naval Personnel which are decigned to insure 
that job analysis and occupational research will be continued 
and expanged in the future, both in peacetime and wartime. 

it snould be unnecessary to point out but it cannot be 
ourficientiy enphaciged that the success of future mobllisa- 
tion may be directly related to the adequacy of Job analyvsia 


studies now being made. Conseauentiy, the coal of the Analysis 
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Beanch is to have eventually e complete eanalyals of every 


maval officer and enlisted billet in both the peacetine and 
wartime Navy. 





Considerins the development of the billet analysis pro- 
gram in the Nevy, it is only natural that the techniques and 
meGhods employed should undergo sradual change. However, the 
opiginal format for the an@iysis and specifications has not 
changed materielily. The main change has been toward stand- 
ardigation of the technique and adoption of standard forms 
to obtain uniforsity in gathering information. 

At the present time, the study of naval jobs ia divided 
inte the followings types of surveys: (1) studies of a group 
of jobs on an orgenizational basis. (2) atudies of a group 
of jobs related on a functional basis without resard to the 
particular orgenization, (3) study of specific Individual 
jobs concermming which information is desired. 

knalyvnes are made ‘on location” by trained personnel 
technicians of tne Bureau of Naval Personnel and by enlisted 
technicians trained and operating under Bureau supervision. 
The methods employed are: (1) preparation of a questionnaire 
by the person occupying che Job; (2) an interview conducted 
by the analyst with the person occupying the Job; (3) ebserva- 
tion of the job incumbent in the performance of his duties, 
particularly in skilled trades or guch equivalents as tech- 


nical operators of special euuipment; (4) review of the 
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analyst's findings by the ineunbent's supervisor; (5) esti- 





mate of qualifications by the enalyst. Analyses are recorded 

on special formp called Naval Jeb Schedules” which heve 
been Geveloped by prefessional personnel at the Bureau cover 
a veriaod of years @nc with the advice of several leading 
industria. analyote 

Eesentialiy the Game procedure is used on all bililtete, 
imciuding, the billete held ty officers of oll penks throuch 
captain. Hope rellonce, however, can be placed on question- 
nésves obteined fram worisers in hich level fobs as they are 
filled out more invelligentiy. In top menagsement Joba more 
enphasis is placed on respeneibility, authority, and adminis- 
trative techniques. 

Sor singie isclated Joba in scattered gourraphic areas 
oy other instances where ‘on lecation interviews are not 
economically advisable, a detelled questionaire forms with 
explanatory material and saaples cont@ining the principal 
elements or the complete “on Lecaticon” anelysis form are 
forwarded to the commam! for preparation by the job incumbent 
and for post-audit ond review by Ghe proper person in the 
chain of commend. 

oe permit sathering of information vitad to effective 
neval manpower utilisation, 16 is necassarpy neb oniy to have 
the full cooperation of the officers and men in toe pliliets 
being atudied but else the full cooperation and suppert of 


want Of the a@ctivities where the simiies sre 
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108 
being made. If job analyeie ts linked with any attempt te 
evaluate personnel, organtsetional structure, or asclgmeents 
to duty, the necensary cooperation may not be frilly estab- 
lished. AccorGins2y, the Bureau of Naval Personne? has se 
Gented certain polleige and all techmiciane engage’ in job 
angiyaie studies are recuired to cemaly with then. The 
polleles are: 


(1) It 4s, in mo 4eerec vehetsoover, the sur+ 
powe of this pneepran to guage the total pereeancl 
nooge of the naval activities visited or te evalu~ 
ate the organization or the gualiity ef the work 
norfrormed. The enalyst doss net concern hirwe:f 
with how well the worker Geea his Job, nor decs 
he comaern hinself as te whether the proner men 
WAS AsGigned te the Jeb, nor whether vhere should 
be sveh & Job eebablished. He rerreeentse the Ne-~ 
eearch Division of Burers, net the Generali Inspectar. 

(2) All billet anelyses wlll be cleared by 
the commending of Piecer cencerned for appreval by 
him beferc any c@pers ere trangel teed tbe the buremu, 
Freguentiy, the eqmmanding offfeer will detail 
this approving authorliy to com subordinate. 

35 Et is impertant that the division officers, 
oz offleers-in-eherge, be given an oppertumdity to 
review and cement upon the fecuracy and commliete- 
nege of fob analysiac sehedules covering the bLileéte 
under their eoonizance pirier to the easmamding 
orricer's review. if, for amy reason, 2G Lo not 
rogeibie for this review te be made by the Givision 
officer, eum Latest seheduies should nevertheless 
be cleernd threugh the cmamanding offieer or his 


Gem: 

(h) fhe oo mending offieer of each shin or 
station showld be informed that he will reeeive, 
aG core future date, sopied of all iob specifications, 
raiine spoeiflicatione, and other oud Lh eations pased 


on the job analyses prevared at the naval activity 
ccumand 



















under bis . These publieations will be 
distributed, when printed, Dy the Bureau of Naval 
Personne). 

(5) Beeause material prepared by pergonnel 


teehmiclans uncer bureau auepices might be construed 
GG be an Gubheritative basis for some rersennel 
Betion, anaiyeve will net leave copies of Neval 
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Job Schedule jppananowese | or of Naval Job Physical 
Requirements (NavFers-2499) at the ship or station. 
<6 is reasonably certein Ghat the commend on board 
at the time of survey will understand the use which 
such achedules would have in the organization. 
However. subvsequent commands, net being fully aware 
of the limitations ef these surveys might over- 
ectimate their value. By net leaving schedules, 
mo problem will come wo about their use until they 
have been proecesed Into velid spyeclfications or 
ether perdonne] administrative instmaments end are 
appreved by the Chief of Navel Persennmel, CHO, or 
Seelay as & basia for action. 5 ~~ copies or 
Naval Job Analyeie Questionnaire (NavPers~-2496) may 
be left if desired by the cowmand, sinee = forms 
will have been prepared oy sersenne 1 of the activity. 
(G6) a@mmlyoic will be made of billets held by 
enlisted personne i in @11 pay grades and of of fieers 
of all ranks through Captain. Analyses of billets 
ot¢erpied by officers of “Plas Rank will net be ine 
ciuded in atudies uniess specifieally ordered.+ 








Prier to the arrival of the job aniilyeisn team or es @ 
first stes in the proceedure when en analyela ia started, 
questionnaires are distributed te the offleers and enlisted 
men whese jebe are to be studied. Custemerily, i¢ is the 
reaponsibillity ef the etatien Personne: Officer to dictribute 
and ¢ollect the questionnaires for presentetion te the Group 





Superviser upon arrival at the atation. The Grous Sucervisor 
then sorta out the questionnaires by departments and asolene 
anaiysta to efeh departwent. the number assigned te a derart- 
nent Geponding on its sie, 

After the questionnaires heve been reviewed, the anagi- 
yete interview and ebserve the men in the performance of 
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their duties. Under normal conditions it is expected that 
gach analyst will complete one interview and one cchedule 
per day at the minimum with a better rate of production as 
the study progresses. Job schedules are reviewed by the 
Group Supervisor and, if necessary, the analyst makes revisions 
or re-interviews the job incumbent. 

The Group Supervisor obtains, or draws up, orpanigation 
ang work flow charts of the station. When Q11 the schedules 
heave been completed and approved, it becomes the Guty of the 


Group Supervisor to clear them with the head of each depart- 





ment and with the Commanding Officer. After final clearances 
heave been made the study is considered completed and the sroun 
roturns to the central office at the Bureau of Naval Person- 
nel to prepare billet specifications. 
fn integrel part of any [fob analysis is the commletion 
by the englyst of the Physical Demands form develoned by the 
Billet and Quelifications Research Branch. This form hae 
peen devised with the assistance of the Bureau cof Medicine 
and Surgery and is dealgmed to provide a systematic syetem of 
physical proflling of jobe. 
am conducting the survey the forms utilised are: 
{i} Naval Job Analysis Questionnaire, NavPers 2456; 
{2} Waval Job fmalysis Schedule, HavPers 2407; 
(3) WNeval Job Physical Requirements, NevPere hod. 
After job Anformation is obtained in the preceeding 


formas, @ billet specification is prepered for @ech Job. 
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207 
the following is a basic format that has been developed for 
preparing a@ billet specification: 

DILLET TITLs 

ALTERNATE TITLE: (if any) 
OPPICENS QUALIFICATIONS CODE: 
ENLISTED AVY JUB CLASSIFICATION CODE: 
LOCATIGN OF BILLED 
QUALITPICATIONS : 

RANA or RATE: as applicable 
TEST SCORE PATTERN 

OFFICER CLASSIFICATION TEST 

NAVY BASIC SES? DAPTERY 


| as applicabie 


| as applicable 





i 


(List testa and eutting scores) 
Physical Demands 

Ages 

Qvher Pactors: 
PERSONAL CHARACTERISTICS 
EDUCATION AND EXPERIENCE 

schools Col 3 

Findus: 


Desirable : 





Decirabie : 








mation of essential fumctione of Job} 


. T00L$ AND MATERIALS 








Prometion from: { 


( 
( 
( 
( 


Pronotian to: 
Transferable to or from: as applicable 
Billet Combination: 

Billet breaxdown: 
PROCUREMENTS SOURCES + 
PRIMARY: {py industry) 
JOBS : (within the industry) 
SECONDARY: (to be included 1f logical secondary 
procupenent Source exists 
JOBS t 
CIViL READIJUSTMENT DTCORMACLION: 
This billet provides qualifying bacitgmouna for the 
following positions in: 
U. S&S. Pederal Civil Service 
(List appropriate Civil Service jobs) 
Public and private agencies and industries 
(Titles and codes from Dictionary of Occupa- 


tional Titles, Department of Labor) 





LOG 
(List appropriate jcbs from Dic 








samplea of the completed forms as actually made and 
reported by the Bureau of Naval Personnel and the resulting 
biliet specification prepared from the information obtained 
on the formas, are shown for two different naval billets, 
to indicate the type and variety of information obtained 
for even relatively simple jobs. 





NAVAL JOB ANALYSIS 10 
QUESTIONNAIRE (Read tate tons below) i <<. 3 — 6 8 


*AVPERS -2u'sé (ftv, H-4t} leer a nn eee neem eel 


Joa fitit 


o SUPERVISOR OF PLUMBING SHOF 


Name OF SmtP OR STATION 






































- 
oa a fen +, 
& N Q : NAS BARRA KH = q OTL DE PAR UT PLELN i 
©) UNDT 
a DtviStor 0 
a 
” ' RATTLE STATION (If any) 
o> SHift? TrP€ ANO 11 ASS 
ee 
. wat (Last) (Pirse) (Ntadte) RAeK OR RATE 
la 
a Ca 
a 
r, FILE OR SERIAL NUMBER MONTHS ON JOB YOUR PRONE EXTENSION 
C2 6 
a 68-31-86 1 WEEK 262 
ce IMMEDIATE SUPERVISOR'S NAME SUPERVISOR'S RANK OR RATE SUPERVISOR'S JOB TITLE 
ie hw tg 
VLAN Lon AL Wy , 
sb. LIST OF DUTIES 
J. Lust your duttes and exflatn haw you do ther fime stent 


eee SupePyielon_of Plies 2 
__Maintenance of Plumbing  _——s—— 
_ Steam and Refrigeration 


3. What equipaent do you use? (List aachines, instruaents, whitch you 
Cherate ar Bust Antoun how to operate to carry Out your duties) 


To supervise plumbers work- Manual and power threaders 


ce What is the furdose af thts jad? 


ing on job orders pertaining machine lathe, drill press 
to maintenance iwkeep and »lectric grinder, oxyacetyline 
ons On qe lding oy and on 832: hanc¢ 


TASTRE TIONS: Enter answers for all sections contained on this form as completely as posssble, If there 1s insufficient w¥QOLS ° 


in any section, continue answers, sdentsfred by section and item number of questionnaire, tn stem H, Addttisonal 


Comments, or you may use a fplatn sheet of paper. 
REPORT PERS-15-9 


R- 2683 








a 
Ae a 2 oT Ti. fu, aces. * ;s 
at £ GUsmee. Cw. t Pat. de 1f. er sabi er yuse a “? he 


Knowledge of civilian a 


Ade ale — O° debe rl aseom fe ot OF, gu 4 at ole | Mite Wyle, * 
¢ «? 


f 
fa 2] 
| 


Pele e426 o —— 


eee a | AP 


, 
ee heias aaralo duet. ne exrPretence WAITAX Wilt quails %y bersoannel fest cartsdian .faatton ant ertocten« Ate ‘els surest » cei etre Here ares 
a 
ASid PeewtOut Faty sorusy @ 17 aesaysmeral fo Lies por #tChout Prer.tou: Favuy seeruice for asstgaeesa: to thas yar 
1. sted. THASSING (Tete aaee ans Length of course) Ve IW TUSAS FO ATES CEngscate Hugh, Fovafional, Buseness Scwobs, Colle, 
gat easer 1 - & ¢ ‘ 


= —— = 
—— eee et ey 
ee ee oe 


«| —Shipfitter 3rd and 2nd =| ~—SssHigh and vocational schools 
x }...Shipfitter.lst.and chief 


2. SAVAL ETPLE tut Gave fyhes Of tuty Offering quait fysag dacegrount, we Crvilcr aS CUPLWIENCE sete sod tattle 5s and afpeMreerte amount of tlae 
ttant 105 Crties ant desirable iengtr of ttee) : On Jods) 


wer ror sy” ARy TA VEL Oem 


_ Repair ships, cruisers, Plumber - 4 years 


ee 


PEN 


aircraft carriers, and battle- Pipefitter - 3 years 


17 ~e > 
. 
ry 


r 


Ships. Chief shipfitter - 3 


Q 
a we 


years. 










bts the types of ceusisan soos eequersag Jurit fications sresdar to tirse for tits cost tioa, fF fossudie, gtre sfeit fac name of felie or yo, 
g2verseent agency, coweercial or wendustrial orgonszation where such sods aay be found. (4s, Yerchandise Yonager, Dett. Stores 








Plumber, pipefitter - general _ 





lt have been on this duty one week so the answers are not as 





complete as they could be if I had been here longer. 


ee te ee wee ee ——_- — oa — 


fr- PFA 





NAVAL JOB ANALYSIS SCHEDULE lle 


@AavPt eS Jau7 {ste a an 








FNT | ATION NFORYVATION 
Re Ge te tik 


















mei? NPCS-83 
J. oupeEVviser, Plumbipe.Shop flr 9/5 HB 
oe SOR” wwe © _jpevacyst Huntley 
sw Litiizzette, Joseph Jr. eee 
>. suip ow stat os Disciplinary Barracks, San Pedro, California SSE! 


tH, Tye; _ 
TE 


6, O1VISION | Works 


ae — EE ee 


2G } —[s. suie [inrort [Lumen way 
ee jio.veancH  =Mgintenance _ 
u.section Plumbing shop . 2. UNIT 


Is suPFRVI On NAM Jack Leninger _ 


14. JOB TITLE OF PE RVISOR Maintenance OQ 











a ES 





8. JOB DuUMeaRT 


__.__Supervises activities of Plumbing Shop in Maintenance Branch of 
____ Works Division. Directs operation of all new plumbing installa- 


___.._ systems, drain and supply lines. Directs on the job trainin 


_ sof prisoner personnel assigned to Plumbing Shop. | 


C. DESCRIPTION OF DUTIES 


requests for repair or installation work. 

2. Surveys each job for which request has been approved, ascer- 
tains equipment and men needed for working job to completion. 
____ 3, Details men for job and Supervises each installation or repair 
_job. Insures that proper equipment and methods are used. 

i S rout inspections of sprinkler system water softenin 

plant, sewer pump system, pipe lines of refrigeration plant, gas meter _ 
“Ande yaver newer room, andewater reservoirs. 


_ 45, Sr Makes verbal report to Maintenance Officer concerning _ 


Anspections and arranges for repair of malfunctions. — 


A ape . eter 


Continue on reverse side) fh 2604 





I cee Die. 


—~ ~—> 





rere 
C. bE Cee? % Tit Cy’ re cont. 


Il. Directs_on the job training of Personnel assigned to shop. 


1. Assigns prisoner personnel to specific Job details and 


a” 


maintains continuous rotation of assigned personnel to insure adequate _ 


_ _———  — 


training in all phases of work experience offered by Plumbing Shop. _ 


2, Instructs newly assigned personnel in safety procedures 


— — 


and safety precautions regarding use of machinery in Plumbing Shop 





and operation of devices peculiar to plumbing trade, such as electric 
"eels." (Electrical augers for clearing pipe lines and fittings that  _ 
cannot be reached by any other means. 
III. Submits routine reports to Works Office through Maintenance Officer, 
___ ___1,__ Submits daily report of work performed, listing informa- 
tion such as parts installed, installation work completed on new 
construction work, and man hours involved, to Maintenance Officer. 
_ 2, ~=6d Submits weekly compilation of daily reports to eee 











Maintenance Officer, ee ee 
3. ~=6hd Submits monthly report of manufacture of parts, repair 


work, installation work, total man hours used and information o 


conduct, attitude and ability of each prisoner. 


— a ees rep et i se 





1. Machinery or Equig rent a th aricn incumbent must ce fami.iar 


A ery —— eee m= ae s oa! 
—_—_—_——_ a nt tt i I 


Lathes, drill presses, hand tools | Lathes, hand_tools, drill presses, 


power tools, welding equipment. 


zc. aterirals workec or 4. 


and welding equipment. 
=. = . at Sc = usec 

Metal pipe, sewer pumps, water | Pipe threaders, both electric and 
softners, plumbing fixtures joints, manual operated. Civilian books 
fittings, washing machines steam- _ and pamphlets issued by plumbing 
lines. equipment firms. 


rn 


a ce a ra ga ene ee 


—_—— ee ae Sage teteieeeliees teen 
ee eee eee . 7 
——- _—— a geese a 2 





c P2686 








Close, over 19 General Court Moderate, Maintenance Officer. 


Martial Prisoners. 


a a a NN er nt - 
A 
Oe a ——_—_—_ = = — _ a A 


Thorough knowledge of construction and maintenance of drain _and supply. 
_lines of steam, water and sewage systems. Working knowledge of power _ 
and hand tools, oxy-acetyline welding, all types of fittings and ___ 
—Gaskets common to plumbing installation and maintenance. 0.0 
Patience, desire to assist in the rehabilitation of prisoner personnel | 


_Personal motivation for duty in a Naval place of confinement, 


oe EGur ot no orga fx eC re 


7 . 
Ab ‘ava Che lee a%d wr ses sc | . ¥ 13 ms Aue uv fe Org 


efi i iar le DA A ame aT STO IB UF | .High school graduate, vocational 
Courses in machine tool, plumbing course. y 
~operation. 


6. eau! t prt @ rat. 


Advanced courses in auaieire Vocational course in plumbing, 


| 
. 








maintenance, power tool operation, | pipe line maintenance 

4-6 years as member of plumbing Moderate, aS apprentice plumber in 
or shipfitter crew on large ship large firm doing general and 

or shore station. commercial plumbing work. 


Considerable, as member of ship- 
fitter crew, with supervisory 


_duties on large ship or tender | journeyman or master plumber. 
involving ered fort with plumb- | 


ing and fitting repair. a 


om 


Moderate to considerable work as 





uals, oOo 


Be. Stiunibitaw’ TRatk> 


GCT MAT MK(M MK(E 


S. PREF ERwED HAND OW WATE A Aut HwEEE RED 7, whet ewer EwMED 


CSF 28-50 X] mace [|] Femave | enter 
Yo NE DN lh 
_Promotion From: | ' OO ite . . 

Assistant to Maintenance Officer Pa 


Prema. son lone ss 
ye 0 so Metalsmith Sho 


4. INDUSTRILS 


_ Plumbing manufacturing companies, Construction Firms. 





J. GLOSSAPY 


Tl. co dwilian PLA Emp MF ORMAT ION 


UPTumber simone nia eme | CONSE Sum Oe 
Plumber Foreman, (const) 
Plumber Helper, (const) | 


pipe Fitter, (const ) ae 
Pipe Fitter, Ammonia, (const) 7 
Eine Vitter. opmimkbineg system, | 
Br al pee ge 


'Sveomeniicer, (const). se 


bs COMMENTS 


i ee 





5- 2€86 
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RAvt+ER aueo Nim yg ae Art . 8 ie 


SU uMpAILE we. NPCS-8 


Kater a9 teraranr only dete? and fartwal aeolefecatson Of fuctaor he kod. 
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be eetain fhe ant.ecudsldty of e310 eletemt f the particular saral fod under onsideration 


OF As OWS | hE MALY fulmeCTIiOCvAL FAGSGRS FEV AR® 


+ 
' hs WF + ty A 





ter Ay FTE a 


2 NE = Siete. in plumbing.shop___||_j? ute fe 


or (65% outside and in inti __|Pipe, equip. and tools. 








——7S des making-—instailativ 


























iii ; —- 4 ee ie a ——————————eEEE 
+ 1 a _ i oe os | Pe) oe a = = 

= onsale ou. |PApe, equip. and tools 

3 —_ ‘In shop area; making — 

eg ete 7 7 _— inspeg $20 f2! TAPE ng 

—_ ae bo | Ries ont a upervising 

|, : je ae ee ee = — iP —— sy 7 - . eee == ae 

. ‘Ammonia gas from re- “ie | —— 

Seam RBLGSTAREA™ RB te AABAB | 

z. | ,machines SS —— -—— ; __ an 


lh Lubricating machinery _ eee machinery, — 


el i. using hand tools _ 





+ vane - + ——se —-+ —_— = _ el ee 




















q wt ’ ss Toe Ate 
te Contact with power leadg xX) ___Wiaieing, Ins va) igclons — 
; | 3 “rich 
— : fe : eee res : — 
t l 
i | oy 
iy ® - as 4 . 
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| em 
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aly 
c | 
- «ap. Wapacity for reading — 


“Instruction and close | | 
rs — ee print .—__ ee. 


a _Using paumaiic riveter de lee 
Tt = supervision of israel 


| ‘| Close Anspection work 


a , - 6 eee ss 


—+4 ; s { ms 7 | 
wm | *entomme 3 —~- 
nn es oi IP | a 
| | X TS | Becomaze pipe. ‘Lane 


markings 


aps ttty" to hear the — 
X ae _Spoken voice 











Duties of this billet are performed under conditions of close 
confinement, within area enclosed by high wall, behind lock and 
guarded gates. 











LL 
SUPERVISOR, PLUMBING SHOP 


OOCATION OF B se: N@val Disciplinary Derracks, Works De~ 





partment, Maintenance Division 
QUALIPICAPIONS 
RATE: Chief Pipe Pitter (PPC) 
TEST SCORE PATTERN 
HAVY BASIC TES? BATTERY 






Test Cute in 


General Classification Tesat......000230 





Mb GG Be so os 6 04 0466 60 006 05 00 O44 e oe 


a We 


OO, 
Clerical RCL OURO. 06 cece gee wee tere 


SE. . cute bt «cide wk es wisn « we ere wes OO 


7% 


combination Scores: GOT, ARI........9 
ART, WECH.......95 
GOT, CLBR..s..500™ 
FHYSICAL DEMANDS 
AGE: Minimum of 25, 
OSher factorg: Work requires contact with greases and 
olls used in lubricating machinery, end exposure to an- 
monia sas from rerrigeration pipe lines and electrical 
enersy from power leads; capacity for Lifting and carry- 
ing moderately heavy objects such as pipe and tools 
weiching 15 to 45 pounds; ability to do considerable 


Walking and standing in instructing, performing repairs 





a —- | 
tw aw wee tee ae eee ee 
ee ee ea 
=r te me Oe! ee ae a 
Tor we eh ee CO oy ee, oe 
— ee ee fee eet Lees @ 

—— ee re 8 oe 
—— | A > Se omP os Sl 














11S 

ang inopecting maintenance needs and work of prisoners; 
full use of fingers and both hands in making repairs and 
installations, operatins machinery, and using various 
hamid tools; visual acuity sufficient to accomplish close 
inapections, read sketches ang blueprints, as weli as 
ability te Gistinguish basic colors in reacing charts 
and recognizing pipe line markings; ability to speak 
clearly and hear distinctly in eupervisins, lecturing, 
and instructing others. 

PERSONAL CHARACTERISTICS 
Maturity and independent Judgment sufficient to conduct 
one-the~job training in vocational rehapiiitation; ability 
¢o Judge the quality of workmanchip or material; capacity 
for clear oral and written expression of thought; moti- 
vation for duty in naval places of confinement; must have 
Gleear civilian and navy police record. 

BDUCATION AND EZPERTENCE 


: ghoods O21C VOUT Boo 





PMinienun: Courses in trade school in plumbing, or 
piperittinge: completion of class A pipe- 
Litter scneol. 

Desirable: Hizh school sraduate, vocational course 
in plumbing: completion of advanced 
courses im plumbins maintenance, power 


tool operation. 
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Minimum: Gonsiderable experlence as member of 
plumbing of chipPitter crew on larre 
Snip or shore station. 

Desirable: Toederete experience as member of ship- 
Cictver crew with supervisomy duties on 
terve ship, repair ship or tender, in- 
vOlving verted work with plumbing ox 
pipe flitting repair. 

Civilian Backeround 

PMindimum t Conpletion of two years of plusbing 
apprenticeship, or experplence a9 member 
of plumber maintenance crew for plant 
or contracting firm. 

Desirable: Moderate experlence as licensed plumber, 
performing work on journeyman level, 
with Gupervisory responsibility for 


worl of others. 





Supervises prisoners assigned ta plumbing shop for veca- 
tional rehabilitation. Directs continuous on-the-job 
training ard instruction and evercees @11 plumbing shop 
and instellation work performed in maintenance and new 
construction. 


LPITON OF DUTIES 


DESC! 





4. dinetructa prisoners in plumbing shop operations and tech- 


NLQuesL , 






= aa at ae © See ooo 
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Denonatrater to crieeners use of machinery and 
hand £ooll commen to tw trade fer cutting and econnect« 
ing wipes, sveiing Jointe, ani renairing end inetelling 
gaa and water pines, tellet equirment, sinks, laundry 
eguipmens, gag ranges, and a1; asceseeries and fittings. 
Peplaing prinelples te be followed in reading biue-~- 
prints and sketenes. 

Aasigns priseners to specific Job detaiis rueh 
as evutting, reaming, and threaGing pine and ealking jointe, 
mhinbatning pretation of assicnment to ingure adequate 
training im all ochases of werk exnemience offered by 
Diumbing Shep. Inepestse vork in progrese, making eor- 
restive suggestions amd exolaining reaseng fur using 
eertain techniques and metnede to adranece efficiency and 
ekiii of prisoners. 

Instructs newiy assigned wersonne. in sefety pre- 
CeCures and meoeautions to be observed in operating such: 
machinery @¢ eleetrie hend drill, vaeksay, pneumatic 
riveting hammer, Gexi pipe bending machine, 

Oversees plumbing repeir eres in uckeer and installation 
work for Disein:iinery Barracka. 

Reselves job requests from Maintenanee Offlieer for 
repair om ae¢genably and installation of Sir, gate, water 
er waste dispos@i systen. Surveys osen {ob Per waien 
reguest sah been @oprared, eseertainin® @quintent end 
number of men needed te complete work. Details men end 
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Lei 
clesely supervises @11 phases of work, insuring that 
proper equipment umd approved methods are used, 

Makes periodic ingsnection of sprinkler syscten, 
water softenin: plent, sewer pump system, pipe lines of 
refriceration plant, gas and water meter rocex, and water 
veservyolr to determine that equipment is in cperating 
condition.  Reyorts orally to Maintenance Officer con- 
cerning inspections anc arranges for repair of danaged 
parts. 

Prepares and forwerds reports covering work accomplished 
and prisoner marmer of performance. 

Submits following reports to Maintenance Officer: 
(1) Deily report of work performed, listing information 
Such as parva installed, instellation work completed on 
new construction projects, and man-hours expended; (2) 
weekly compllation of dally work reports; (3) monthly 
report of parts manufactured, repair and installation 
Wor, Fotal man-hours expended, and information om con- 


aquet, attitwie end apllity of each prisoner, 


Commuits and rust be faallilar with books and pamphlets 
issued by civilion plwabing equipment firms; operates 
Clectric hand drill, hacksaw, pnoummtic riveting hameer, 
pipe bending machine and hand tools common to plumbing 
trade. 
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inside plumiin: shep 35 percent of tine: 65 percent of 


Gime outaide and in other bulidines, supervicins repair 


and installation cmew. 





MNeaintenance Officer 
ouperyisonr, Meteloamich Shep 





Any conatruction company 

J@b38: Pilwaber fereman;: plumber; pipe fitter 
SECONDARY 

fay induetrial Pires 

Job: Haintenanee man 

VYooational education 

Joo: Trade school] instructor 

any construction compariy 

Job: Plumber apprentice 

ia billet provides qualifying background for the fol- 

iovings positions in U. &S. Pederal Givil Service. 


1. General Mechanic Series CPC-~341-6 
2, lidins Maintenance Serle: OPC = 38163 
3. VUonetruction and Maintenance 


Septes CPCs Oe 


4. FPlombine Sertes CPO 37 a0 





& 
a3 


Refrigeration Mechanic Series CPC=30B=O 
oteanritting and Pipefiteing 


SerLes CPC 38560 
superintendence (General Crafts) 
oeries OPC«+391 


Public and privete agencies and industries (titles end 
coGes from Dictionary of Secupatioenal Titles, Department 


eof Lebor) 


i. 


x 


{2 


Plusber (I) 39.220 
Plumber (II) = 30.260 
Gas-Main Fitter 30,025 
Mechanical Superviser 033.621 
Maintenance Man Butlding 53.612 
Pipe Pitter, Maintenance a3 010 
Sstean Pitter Bye 30 4LO 
Pine Line Foreman Fe Si OBO 


sewer and vaberworls Foreman iM. BSO 
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“AVAL JCE ANALYSIS 


UVESTIONSAIKE (Read tnstructions oelow) - 
tg 2/20/48 


INSTRUCTOR SIGNAL CLASS 
RETRACOM MINSY- 


r 


EDUCATION | OUR | 





HOR S 
a4 a “142.6 saNe we WATE 
FEUER FREDRICK b (N)_ So Sa 
262-76-63 et : ny 2Oeas | - 
Mr. B. R. DEATON LT. USN EDUCATION OFFICER 
3 ab ‘ “be mi ee. stn Fe | to» | (ms Sent 
Viowal coOmmunieavions instructor | 80% 
Watch stander | 20% 
i | 
As instructor. Instruct retrainees in the use of visual 
communications. the equipment used and how to use it. 
As watch stander, ‘aintain a security watch in the 
education building. 
fuse 4 ‘oe Cee . eR « Ral ee futsSeen? 40 4 & Use” 2050 QT .O%e., Csibewae ai., white you 
Che tile OF Bust Radu 32% $0 Of erAle bh Ty Ou vote ott heey 
To enable retrainees to learn Lights, semaphore flags, alphabet _ 
visual communications or brush _ flags, special flags, and pennants, 
and all available publications 
Upon weet. they havemalready —-_ that. can be obtained pertaining __ 
learned vefore beins restored 
esi DO COMMUN Cabs ons _ 
enter In wpe s wr all <teti.ss Riutted on C205 eer sy xs coms, etely usmdossi1 ble, {tf trere x15 insuffercient sthuce 
mm oiMmy secttom, crymltrane ansners, racrlifreedt by section ant atem auanher of guests. marre, an stem “, Atfuttsons! 
vaments, , v¥iu Mar use a *hutn sanert «f Pater, 
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Conmunication Division Class varies from one to eight 


Navigation Division personnel 
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» semaphore, and 










ERS 


. Reading of light 


oe OE Ge CF eit, 6 A } *gte 2° % fis Waste 


oe? 3h 


General from C.0._and X.0O. 






Moderate from division 






__flaghoist--their procedures and 






officer use of signal publications 
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19. eal ofa Ad ertertoanrce Wht A ruel qealt‘y De rsoanel Gime wlio eft ie1 in? «rte 0 cee vee hk mult raa.s ve er Fret Ane’ 
ie” fie Ors) Cy pase e Mae ah tenerint t2 Chess pcs «tthnw? Peer ies Fave So 7 vie 44 «mT ae * eho “ae Bo 
1. Sagal eh SN f 78%) Name net Cengts af course) ‘. AS A Nadnia ate Ares, focatesanl, Susenese J Wwol , Tolbe,e 
7 wy) ° a 5 


At least a high school __ High school education (minimum) 


: course. a Boy scout communications 


Completion of all signal-_ . 7 


men and quartermaster : 

courses from seaman Ic to 
Chief SM or OM and exper- 

i fence equivalent to 8 


xt mS a ~ Co 
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Duty aboard all types of ships There is no civilian experience 
of the line as striker and will qualify aman for this ob. 
Junior signalman. At least two 
to three years as supervisor of 


the watch, and at least one 
year as senior or leading 


Ad ba ha S 
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Western Union operator, Government Communications 
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1. 508 THT aia CM-ll1l 
VISUAL COMMUNICATIONS INSTRUCTOR in ews 3 BB =4E | 

re __| saws GANTLEY __ 

SOME Pe DE MMm@e a. ameter QM _ | ves tena = 

b. SHIP_OW STATION G COMMAND, M.1., VALLEJO, CALIF 

6. TYPE 7. CLASS c ai sue [ ]im port { lunoer way 





2. owision EDUC APTON —______}.0. sxc ADWANGED TRAINING 
li. SECTION 12, UNIT _ a 


12, SUPERVISOR'S NAME LODE, CoeaE. BTC. _ 


14. JOB TITLE OF SUPERVISOF , AY 9 ) p ON OQ . 








B. JOB SuMMARY 


sss Cnstructs retrainees in advanced visual communications through 
____ elassroom instruction and actual demonstration on visual signal 
equipment and machinery. _ Repairs signal flags and operates motion 





Diet we progector. on a a i 





C. OESCRIPTION OF DUTIES 
I. Instructs class of retrainees in advanced course of visual 
communications. 

A. Teaches basic principles of visual communications and the use 


of signal lights, semaphore flags, signal hoists and communication 





publications. 
1. Assists students in learning Morse code and semaphore alphabet 
for operation of signal lamps and semaphore flags. 
2, Teaches the flac hoists used and their individual meanings. 
3, Instructs students in the use of a few navigation instruments 
such as standimeter, sextant and pychometer. 
_ Bow tectures to Glagsmon principles of visual communications and _ 


of the curriculum of the course. _ 
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_....C. Reads from text, Signalman Third Class manual and demonstrates. 
_in classroom proper procedures to follow in naval communications,  __ 


_Requires students to practice exercises demonstrated. 


a ah. 


Prepares progress _ report on each retrainee at graduation, or 





_prior to clemency appearance, or at end of monthly period. (Enclosure A). 


__. IL... Operates visual training aids for classroom instruction in visual 
_communications.. 


—_—= 
tm i ee __ en el 


____A. Operates 16mm motion picture projector in explaining details of 


visual communication equipment. 


oe ees SS SS 


ee ae 


___1. Rewinds film after showing and returns film to education office. 
_ III. Operates sewing machine to repair and make new flags so as to _ 
complete flag bag. 
IV. Supervises retrainees in cleanup of classroom and as collateral 
duties stands security watches in education building, —_— 
= Sh Acts as master-st -arms' part tins inmeduceation building. 


_ 3B. Directs working parties on field day in clean-up details. 


—— 


NM. MACHINES, EQUIPMENT, WATERIALS AND TOOLS EMPLOYED 





- r Puolicationrs used 


Wi6ree Se eee oe ele| ORL lds Stepe Jispvs, 


sextant,Standimeter,Psychomete 


oe. 
2. Vater:als worked cer é 


| Signalman Third Class training 


ee | Oe 


8 26A6 








Close supervision over 5-10 | 


retrainees in class and 1 retraineeé 


; 


who cleans up classroom. . 


~ —— —— 


sere ee <a ete 


duties of signalman. 





General supervision received from 


Assistant Education Officer. 


Operating knowledge of the intricate equipment used in performing 


Required to have rapid physical and mental 


coordination in carrying out of visual communication duties. 


ne ee a a 


<q. Pe yA or 


Personal motivation for duty at Naval Place of confinement. 


Ability 


to command attention and be able to maintain order in classroom by. _ ._ 


giving orders that will be obeyed. 


t “4a.al t { 


Instructor Training 


ep ee ee ee = —_—~ tte ame tnt re ae ee ee - 


aaitened ve experience as first 
efass or chief in charge or sigma 
sect-on aboard ship. 

a" Training Instrueter =m 


Visual Communications. 


SS a mee 


Ee 


‘foro; 


High school graduate with courses 


in mathematics and science. 


College courses in astronomy and 


mathematics. 


em == 


High school teacher with additional 


experience as Summer camp instructor. 


Experience in Hydrographic office 


and instrucvtor<in high school 


| mathematics or science. 





Bie 





Ger, MAT OR ELEC. 


5g 0! oo ee ___ a5 Ne | Femace |_| ertmer 


Macmedlicn ae None 





Pronotion To: oenior Instructor 


SS ——— 


Communications company, Teaching. 


~ 


> Western Union operator, Bell Telephone Employee, Boy Scout 





ae a wy mo vee ® ,. Us DM ab 


Western Union operator. | Sextant: An instrument used to 


es 


__ ww neout-Hastver. nl ascertain latitudes and longitudes 


@omp instructor a ie tel abe ebserving. the adi budesoisthe 


a Sun. _s 





_ bs, | stadimeter: A modified form of a 
extant used for finding the dis- __ 


tance of an object from its known 





Je UA Oe 
Psychometer: An instrument for 
_measuring the aqueous vapor in the 
atmosphere consisting of two similar 
thermometers. The bulb of one is 


7_ mols vene 





oe = — — —a ee = ne 





Miisbillet 15 prinaritie a navg, jO0meamdmtnerefore exper lege, recrult-_ 
ment and schooling, must be almost wholly navy. Actual shipboard exper- 
fence as a first class or chief quartermaster is the best background a _ 
person could possess so as to be qualified for the position of 


instructor. 
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“a, VISUAL COMMUNICATIONS INSTRUCTOR neo it 
>= Ch oon LS) Eee ae ae ar er 
» oe 7 a we PU Loe 
Xx a _. Classroom instruction, Pe A ane “movie —projector 
ah __. Demonstrates flag hoists* ” : . _ books and other equip. 
; : i. Carrying textbooks and 
4 communications equip. — 
oar Walking around class- 
en room ving demonstra- 
7 f a a AL” _ fASPRring to Class ee 
tie b Putting up and taking 
ee =_.__.down—of flac hoteate .— 
- i—e = ; Raising and lowering ~— 
~ —— oo —_ : Ph bdababldhtsr- sewing 
~ Operates motion picture A —" HACRARE with all i 
X projector. i Ate ae equipment... ee. 
- Meee = el = eee 
i 2») P A ae 
on ~] Fae around in a, 
, LX 1° ing out duties of 
| Ome instructor. 
: ; ...,  , (in answering messages 
wa “sent by signal lamps 
a — a X and in answering ques- 
wal — : tions. 
‘Classroom instructor i i Perfect vision required 
X _ visual communications. % Eore rgading messages. 
= x BUPTRatiRe- distances 
=F er ReqGtréa°in reading 
wa ars — vee fea ne Tia ePhotats S~ a 
a i 7 Se questions and > 
_ 


(1eé 
VLG 
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L3t 
VISUAL COMMUNICATIONS INSTRUCTOR 
SEASSTPECATION CODE: §=7Pak2072 


Nevel Re-Vrainins Command, Education 





DEparcmense . 
RATE: Guartermaster, Firet Class (oM1)} 
GEST SCORE PATIERY 
WAVY BASIC TREAT BATTERY 





fess Cutting Score (NSS) 
Generali Classification 50 
Apitimetic - 
Mechanical an 
Clerical Aptitude at 
Radio ae 


PUYSICAL DEMANDS 

Ase: Over 25. 

Other: 20/20 vision required for readin; visual mess~ 
aces; capacity for moderate (15-45 lbs.) lifting 
required; use of both hands and ali finsere is 
necessary: ability to wade and stend for pro- 
tracted periods of times @bililt:y to distinguish 
bagic colors and shades of color; capacity far 
Gepth perception to Judce distances: neoranil hear 
Lng. 

PERSONAL CHARACTERISTICS 
Ability Por clear oral @exprecsion of thoughts; ability 


Go commanc anc retein attention of students: motivation 










— eo 
=_——_ 


‘| i <i <i 
<< a 
er tee Tee 
i 
——At mm 
od 
- —_! 
Pe ln, 











e 
~ 
el 

— 





ez wa 

2 ee ee eee Oe 
ST ee 
em Ce ee re et ly ee 
ee 
eS 
em iam tee ee eee oe 
— ~~ wa A eli, a 
—, 








a3e 
for duty at naval places of confinement. Incumbent must 
have clear civilian and Navy police record. 
EDUCATION AND EXPERIENCE 





Minimmam: WNevy inavrmucter trainings course; 
vwo years high school. 


Deuiwanle: Hitch school craduation. 





Minima: Moderate supervisory experience in 
various billeta of rating afloat 
with some presnponaibility for inetruct- 
Ans GUrLvers. 

Desirable: HNocepate experience as recruit 


trainings instructor. 





Minimua: Moderate experience as leader in 
youth croupe, particuleriy as Scout 
Master, 
Decsipabie: Extensive experience in Merchant 
Marine or as seaman or nate eborrd 
cht. 








re-trainess for roturn to active service by 


insuring their training in viaual coosunications. 






muunioatbions . 





Loo 

Condnets classroon lecture on visual communications 
ineludirg: semaphore flaca, Signel holsts and flashing 
iicht. Reviews use end content of cormunications pub- 
itcetions, Onerates bitniker Llisht to assist students 
in learning Mowne code. Lectures on flag hoists and 
Sheiyr meanings. Instructs class in use of navigation 
inctruments Such ac oextant, stadimeter and psychoneter. 
Cnperates 16 mm. motion pictuze projector te display 
training flims on visuel cormmumications. Repairs fmlarzs 
end Plas bags by cperating sewing machine. Prepares and 
subnica progress renom> on each re-traines to Education 
OPPiLoer. 

SEL gL ES bea 





Operates 16 mm. motion picture projector, sewing machine 
and aidis lam. Uses sextant, stadimeter and psychometer. 


Refers to Quartermaster, Third Class, training menual. 





Inside classroom COS of time. Remminder spent outside 
an demonstrating, visugl sisnalilins. 





J0B5% Able seman: mate. 
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This biliet provides qualifying background for the fol- 
lowins, positions tn: U.S. Pederai Civil Service 


1. Communications Ceding Series CAP@1L610—0 
2, Cryptospaphic Clerical Series CAB+1630-6 
3. Radio Operating Series CAP<]167 G<0 


Public and private agencies and industries (Pitles and 





codes from Dictionary of Occupational Tities, Department 
of Labor). 

1. Cmyetosrapher IT 135.30 

2. Radio Operator OaO4. 30 

3, Relecraph Operator £~1 12 


t¢ & & 


The preceedins exanples of questionnaire, job analysic 
Schedule, physical requirements form, and billet specification 
cleariy show the great amount of detailed work involved, and 


une macs of information thet is obbained when the work is 


Gone properly. 





tered in making; @maiyses on shore stetions. Gome difficulty 
nas been encountered on boar! chip, parvicularly when the 
nature of the ship'a operations reguired persomel to be at 
Candition I, Condition 16, om Comiition @. At ouch tines, 
ali persomel on board or @ comsiderable mumber of than are 


stationed at oredetermined areas imown as ‘battle stations’, 





LSD 

‘abandon ship stations , and so forth, in anticipation of 
battle or come impending emergency. At Such times, either 
under conditions of readiness for actual battle or under 
Sistulated conditions for battic training, job incwabents have 
not been avallable for interview and this results in some 
delay in completing supveys. However, beyond tne time lost 
on the pars of the analyst (which can usually be teken up 

‘in writing up job schedules), no substantial technical dif- 
Ficulties have be 


Actually, ne shortcomincs have been found tn the Jeb 


an encoaumered, 





ameivais prorcran, inasmuch as the procram wat tallored to the 
needs of the Navy, and Che Pformmat adopted was desimmed to 
supply job decerlption data to any sesmente of the Navy con- 
cerned with personnel administration. Perhaps it micht be 





ered @ shortcoming that the anelysia cannot be made ver; 
rapidiy; consequently, many types cf Jebs still have not been 
etucied. Nowever, if the auality or quantity of materiel 


inciuded in the Job analyses were reduced, then all segments 





of the Navy would not be served by the studies being made. 
sue curpfent methodolocy appears to be moss practical for 
present needs. If there were more analysts, e& much fatter 
and more Choroush job could be donc. 

A complete ‘on Location” amelysis of all naval officer 
and enlicted jobs includinm, projected mobilisation billets 
has not been completed to date. Uowever, job éefinitions 


Of glasses of Jobs throughout the entire naval establishment, 


1 ae 
Dy moans of mail survey interropation of controlling, bureaus 


and offices, have been developed to supplement the large seu~ 


want of on location curveys that have been completed since 


L983, 





fhe Navy has more then one thousand discrete enlisted 
jobs and more then one thousand officer jobs. In addition, 
jobs may differ from one type of navel establishment toa ane 
other cue to orsenicational differences, climatic conditions, 
War plone OF an activity, or the basic mission of the activity. 
Az @ vesult, it is necessary to elther conduct oricinal anal- 
yaeso at each type of naval establishment op, ac a alninum, 
Validate the material that is already sethered. 

Por complete enalyzis of each ciserete neval job, it 
is anticipated that, with the present staff’, the work will 
take at least ten years. <Actu@liv, the task will never bo 
completed because new $0bc and orranigationel chances ere 
constantly occaring. Improvements in procedures and techniques 
are being made slowiy but continueliy from time to time ac 
new problems erise and as careful reseerch werrants these 
changes. it is anticipated thet further modifications will 
be made gradually ao chancsing situations or new needs for 
material may devolor. 

Phe methed of keeping job anmlynis curpent is by means 
of @ mechanical control plus @ continual review of new orcan- 


igations being ectaslished and now procrame being initiated. 
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The mechanical control is found in the Personnel Accoumting 
oyebem which cuprontiy Plage the fnelysic Dranch by meant 
ef a definite code punched into the persomnel accounting cards 
when g new classification, for which theme is no current job 
definition, is found at amy; neval activity. This is reported 
through the personnel classification and personnel account- 
amg Systeme. In addition, the administrator: of the civision 

interested technicians review temiemonthly directives of 
the Navy Department ari of the National Militery Establish 
ment anc other appropriate program Cirectives setting up new 
organizations and establishing pragrmams for the effective 
maintenance and use of now weapone ani the necessary lopistics 
support . 

4& general survey is made of an entire wnit or of several 
additional identical type units at the vecimning, in the 
initial analysis of the orgeani¢gation. Resurveys are made 
whenever maior orcenizational or functional chances occur in 
Chat type unit. For exmaplea, a surrey wac made of navel 
Shipyards at Dromerton, Meare Isienc, New Yorit, and Portsmouth, 
New Heemshire, in 1943. Upon completion of the specification 
wriLoing in these yerds, the completed manuscripts of specifica- 
Gions were validated in thoce yards and in the yards et Boston, 
riiladelphia, Norfolk, Charleston, end Pearl Nerbor prior 
to publication of the specifleations. Tie first me tor re~ 
yision of the shipyards after that date came an a result 
of a general order in October, 1965, Subsequent te the pro} 


milsation of that order, an additional job aneiysic was mede 
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138 
of a typical shipyard co bring the Job speci fleations inte 
Siignment with the new orgenivation structure. This was Pure 
ther reviewed Sy manasemeny perconnel at the cougnisont bureau 
prior to publication. 

Gnas, the job analysis program is e continuing function. 
Generally, there are three main ereas in which job analyeis 
is being conducted. They are: (12) naval billets aboard 
ship, (2) at shore unite, ami (3) “speciality” billets. The 
study of naval billets aboard ship and at shere uniter has 
@iready been discussed. Analysis of speciality billets are 
conducted as the need arrives. During the past year the Anai- 
yols Branch compieted studies of billets in the Mavry'ts vadio-~ 
4ogical catety program and biilets at sepermtion centers. 
Curvent plans cali for Job analyses to be made in connection 
with the Navy's guided miseiles opcanigation and artic war- 
fare procsran., 





f, total of approximately seventy-five analysts in the 
DurPeau are! an Baditional number in the field 1s required to 
maxe @& currents job anmiyols system for the Navy. The seventy 
Pive anaiyats rotating between the bureau anid the field are 
required to weep Job anglyeis current end to melintatn in 
& curpent condition personnel management publications. 

Three typec of pergonnel are uged as job analysts: 

(1) Civilians who must meet the clvil service requirements 


for military occupational analiyots. The requirements include 
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1S 
experience in Job analysic and in formulating Job specifica 
tions. (2) Rewerve officern vecalled to active duty. These 
fficers have a background in persommel administration. (3) 
Balisted personnel of the Personnel Men rating who neve hed 
trainings in Jeb anaiysoic. 

Bnlisted naval job aneglyvstea are trained in a farmed 
course 2t& the Peesonnmel Men's School, U.5. Naval Treining 
Stetion, San Dieco, California, as an integral part ef their 
course in classification. Officers on active duty or ecivilien 
techniclLans at the Bureau of Tevali Pewsonnel ac job analysts 
are treined at the Bureau in emall groups suveequent to thelr 
selection. @he principal publication for both of these courges 
is the same, Menual of Instructions Por Naval Occupational 
Anelysic’,+ prepared by the Analysis Branch. This course 
imoludes ciscuseioens on the place of job analysis in the 
field of personnel administration, tecihmicues employed in 
‘Onelocation surveys, use of the naval job enalyeis schedule, 
principles of itnverviewing, inotructions for group supervisors, 
Gipection: for completion of physical demands date, end train- 
ing in sehedule welting. 


The Nevy considers that clessrcom training, of 





mavely forty hours cualifies a person for apprentice level 
work in conducting cob analrses. However, in order to qual- 
ify @3 @ JOourmeymen Jol analyst, concidermble additioadl 


on-the-job training and review is usually pequired to he 
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LEC 
given to each analyst by tho Group supervisors in the field. 
The time element in each case varies wlth tho man. severad 
men who have the qualification to become reasonaoly good 
an@iysts and possesaing the came besic aptitudes may enjoy 
these aptitudes in varying degrees. Vemy fer analysts ero 
qualified to weri: indemendcntly as journeymen, however, until 
they have participated in two surveys in the Pieia under 
Girection, each having @ duration of appvoximeavely sixty 
“eyo. Between these two field surveys there usugasly is a 
neriod of three or four months learning the specification 
weiting procedures and techniques in the Bureau. This pro- 
vides @n almost sertain minimus for an analyst to be able to 
conduct a fleld supvey incependently or as a leader of @ 
Small Group. Additional time in the writing of specifica- 


tions is required before a wan can become a Journewsen spec 


e 


ification welter capable of working, with only very iinited 


nas Une 


ch 


PCviow. Enperlence hac proven almost. conclusively 
average job analyst, to provide survey maverial comprehensive 


for ali persormel administrative needs, continues to row 


and improve his technique for @ period of about two years. 





The ube of job anagiysis in che Wavy may be vicualizod 
&@& a wheel with job analyaic as the nub. The varlous funce- 
tions of persomel administration, nemely; (1) recruitment. 


(2} selection, (3) training, (4) Gevatiine, (5) transfer, 
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(G) promotion, (7) classificat: &) separation, (9) wel- 

OJ promotion, (/} olassirication, separation, (O} we 
fare, (10) pey evaluation, (11) comiements, (12) performance, 
(13) records, (18) civil readiustment, (15) war plans, and 
{1G) peace plans are the spokes of the wheel. The rin of 
the wheel is effictent versonnel a@dainistration which is 


egual to effective manpower utiligation. 
' Phe objective of analysing Jobs in the Navy is to pro- 
vide detailed information in a standariiged form to serve as 
a basic far persommel administration publications and materi- 
ais. The specification is the: principal product presenting 
this data. From the specifications are developed (1) a cod- 
inc structure for Job identification for use in personnel 
accounting, and classification, (2) a moder ratinge structure, 
(3) qualification standards for advancement or promotion, 
and (4) such additional publication and technical devicer as 
may be required from time to time to help the Navy to most 
effectiveiy uGilige its total asmpower.+ 

Tne many uses of job analysis in the Navy can best be 
iliustrated by listing the titles of projects cemplieted or 
started by the Blilet and Cuailfications Research Branch dur- 

3 the fMiccal year 1940." of the itens which follow, 1 6 


13 inclusive were completed during the ficcal vear Loud, 
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dtema 1h to @7 inclusive started in fiscal year 1045 end 


were cervried over into fiscal year 1045. 
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Sateloc of Recruit Training Command Millets, 
(NevPorsi8, Lay). 

Billets Reaulrines Postoradvete Training or 
Special Guais fications : 

Study of Ratings for which WAVES mey qualify. 
Ratings for which Toolated Volunteer RESOrVLSGS 
may Gualirry. 

Enliated Precedence List 

frmed Porcer Pes analyse ic. 

Extra Compensation for ee Details. 

Manual of Enlistec Navy Job Classifications 
(NayPers 15,105}: Neintenance or. 

Neval Job Physical Requirements . 

Reserve Officer Procurement Gusiifications. 
Esteblisivsent of Titles, Classifications arn? 
Technical Pields for limited duty officers 
(IDG's ) 

figpned Porces Enlisted Occupational Speciaitier 
end Compatabie Civilian Occupations. 
Cualifications Standards for Reval officer 
Promotion. 

Manual of Officer Nery Job Claseifications. 
OQualifications Standards for Fobiligation of 
Reserve Officer | spec LaLiats. 

Gatalog of Naval : Shipyard Billete (MavPers 15213). 
Mobilisation Diliete for WAVE Reserve Officer 
Specialiste. 

Guided Missile Personnel Survey. 

Catelog of Officer amd Enlisted Biliets in 
Havai Places of Cont inenent. 

Catelos of Ground controlled Approach Billets. 
Manual of CuaLlricate me for dédvancement in 
Rating (1947 Baition) aa 18068}. 
Wwelifications Stendards for New varrent Of- 
ficer Classifications . 
Billet Reyuirmaents, Cualifications for Advance 
ment in Rating, and career Area of exclugiv 
Kmeroency Service Ratings . 

Maruel of Enlisted Navi Job Classification 
(NavPers 15105); Revision of’. 

Profiling of Avwmed Poreas Jobs. 

Rating, Mencogrephs for Recruitment of Enlisted 
Pernonne L . 

Menusi of Instructions for Naval Occupational 
Research Anaiwvcts. 
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The foregoing List of accemplienents of the Billet 
Analysis Sranch clearly indicates a part of the detaliad 
mesa of information thet is available in the Navy and on 
which objective personnel action is based. 

The most useful material obtained in Job anglycia studies 
has been the development of the naval Job specifications 
system, providing a camplete encyclopedia about each naval 
officer and enlisted {od ac it is surveyed. These specifi- 
cations have been the most veluable since they have provided 
an almost complete source of information for other publica- 
tions, devices, and inctruments required for the solution 
of Ghe specific pessomme] problems for the administration 
of personnel operations. 

Job analyveis made potsible the development of standard 
job terminolory and development of e@ comprehensive Job codfi-e 
fication identification eyoten for machine recor’ personel 
ascounting purposes. 

Job analysis surveys have been instrumental in effecting 
the following types of change: (a) reorvanisation of naval 
activities and reallocation of functions including the aboli- 
tion of certain jcbs and the creation of new billets provid- 
ing more hermegenous work acaignments and a more iscical work 
fiow; (bo) the reorganisation of the Navy's oceupationel sroup- 
ings for positions roughir eaulvelont to foremen enc below 
(chief petty officers to recrult seamen). This realicnment 


of occupational groupings is cadied, tecimically, e new 
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rating structure and realtime naval occupational crows 
gong onlisted personnel alory; functional lines, elinineting 
Obsolete ratings ond providing capcor ladders for each ean- 
listed man in the Navy, from the level of unerilied Labor 
(seaman recrmzit) through to sunior executive (warrant officer 
ex commissioned officer). 

Naval job analysis has also indicated that in some ine 
ateances personnel can be over-trained for the level of work 
to which they are agsipmed, resuitia: in a time logs on tye 
part of the Navy: In addition, hms indicated possibilities 
of times when training hes beon mindipected. The Treining 
Research Branch of the Burean of Raval Personnel uses anal- 
yees to laprove trainines, im all branches of the Havy. 

Job @naliysis has been used to determine the qualifica~ 
Gions required for personnel ho are to be procurod and as- 
Signed. They are especially useful in procuring and assigning 
reserve enlisted end officer specialists. The Navy has re- 


+o “ +. 


centaiy prepared a manuel, Uni 








for upe by civilian cuidance counselors in acqueins~ 
ing high school students with the occupational opportunttics 
tn the Wevy. dob an@iysis was the source of conaiderable 


information contained in this publication. 





AS @ Mesult of the Job @nfivysis ctudies made over a 


wide area, plans have been made, commencing fiscal year 19550, 





ON ONS Ra ane ga 


Us. Navy eteeea Ss Bureau of Navel Personnel, a a 
tes Mav: Si Hancbool:, Wachincteon, Dp.c., 149 
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to set chip and station allowances by naval job clase! ficatio 
code (numerical identification) in addition to rating (Occu- 
pational croup}. Currently and heretofore, allowances heve 
been set by occupational group only (by retings}. This new 
method, made possible by naval job analysis, assures far 
closer and more positive fiscal control in the allocation 
oF personnel funds and in the preparation of future budgets. 
Pecause of the hich cormvelation between ace and rank 
and ¢the ricid physical rejulirenente in the naval ectablish- 
ment, the obtelning of phycical requirements inforuntion has, 
until the present tim, been of little practical value in 





imniniscration of naval personnel. However, because oF 
the possibility of a larce Grain om the nation's manpower 
im the event of future war, it is felt advisabie to detveruine 
billets where officers and onlicted personnel who would be 
expected to ve less active phygiceally, beceuse of croater 
ace or other physical incapacity, could be utilised. Since 
the primary buoiness of the Navy is national defense and the 
purpose for ito being is war, then: 

mm event of notional moolileation, the occupa- 
tional information developed on the basis of job 
analyses and other research would be used not only 
for internal Navy manpower planning and allocation 


but, In addition, for coordinating Aevy manpower 
energency Pequirenents with those of other branches 





of the Natlomal Milltermy fatablishment end with 
industrial emersency requirements as determined 
by the National Security Reyources board ar! other 
civilian manpower acencies. 
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Lantiy there is definite use for .ob analyois for civil 
read juctment purposes. At the end of World War If when large 
numbers cf mon and women wero discharreed from the arawed serv- 
ices, it became apparent that they needed advice in sezectines 
postewar vocations. Progran were developed for clving such 
advice, bub the published information recarding naval spe- 
GLaltieos and comparabio civiltan occupations end the inter- 


. se the volume of 





chamseeblliity of such fobs was mare 
Gischarces increased the advicing wac often hurrlediy done 
or omitted entirely. in the event of another war the same 
conditions nay orevell milccs an adequate bode of hmowledce 
isn collected for future use. But this need exists not only 
ab the ond of a war, bub even in peacetime. For the Navy 
Qiso GWE @ responsibility to the Individual who has com 
pleted his tem: of serviee by providing thet individual with 
information which willl enable him to assume @ civilian oo~ 
cupation comencurate with his abilities and experience and 


to become a@ useful and loyal citisen in @ civilian commit. 


——_ telat ad . em 


in 2940, the Amoxy decided that informebion was necessary 
apout the jope being performed by the military personnel. 


At the request of the Army the United Staves Employment Service 














lescepe Where ofherwise Indicsted this section is based 
on replies to questionnaire received from Me. BD, 3. Trabue, 
Ghief of Occupational Analysis Unit, “Manpower Anaiysis Sec= 
tion, Persormel Rosecarch and Procedures Branch, AGO, Vashington, 


& HS 


Ley 

pens several monthe maxing [ob analysis of military fobs. 

Mo further work was done witll after the start of the var, 
when in 19%e, it wee found that the information avallable 
was inadequate for mobilication, placement, training, and 
other percenneli functions. The previous studies hed been 
found insufficient, chiefly because they were based on « 
peacetine amery. To renecy this lack of informetion, job 
emnflysi«a studies were underteken, but only to the extent 
thet wac required for immediate needs, without any long range 





eran in view. IS was not until 1946, that [ob anglysis 
wat undertaken on @ major scalic. 
The method used in wtising the job analysic conciste of 





observation and interview of Job incuwesenta by & trained 
Job analyst; recording of Job titles, duties, tasks, work stepe, 
erilis, bmowledcec, special ebilities, working conditions, 





haseards, supervision, physical demands, and pelationghip 
to other jobs; verificetion of information with supervisors; 
and reretition of prececs for the sane Job in a variety of 


other units, with average of four Gaye per Job schedule. 





ms utilized in the curmveys recpresent every ain 
of the service and consist of officors, the top three crades 
of enliated mon, and civilitans. The teans are usvally in 
charce of a military chief in chaerce who performs the esGninis- 
Crative duties and supervises the military and civilian per- 
Sorel. There i¢ also a civilian technical chief under whose 


Cipection the civilians vork. A third man. a civilian 
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Ra 
tecimician, acts ac editor of the sreup, Previews @11 Job 
analysis cchedules, @2d trains the onmlystsa. When a study 
is completed on one atetion, the schedules are Lforwerded 
to @ central office. Similar sehedules arc preperec on an~ 
other station for the same Jobe; all ere compared ami a com~ 
pecite schedule in prepawmed for cach jab. 

Tie same basic tecimicues are ued for aneliyais of all 
enlisted anc warrant officer Jobs. Up to the present time 
me actual analysis hes been matie of officer jobs, but @ pro- 
gpen is precently under study and mey be undertaken in the 
near future. However, @ clacsification of officer jobe has 
heen prepared en the basis of information obtained by ques- 
tionnaire or interviews, and compiled from current army pub- 
lieations .+ 

Tne difficulties and shortcomings of Job enalyeis in 
the aray consist of: (1) untrained Job analycts; (2) uncat- 
isfactery job anelycts; (3) alteration of job content az «4 
Pesult of unusually hish quelifications of the Incumvents 
(5) preparing objective statements to describe the specifie 
GSkilis, knowledses, @nd mentai and physical abliities required 
to perform each task of a Jobs (G) economic Impossibility 
of analyzine rare Jobs in teolated places; and (7) attempt 
by field anelystve to pate the jcb, on the spot, on e@ varlety 
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of factors in @ point evaluation aystem, later comparison 


raltve 


of the same Job in other unite, on @n army-wice co 





basis, frequently nrothces different results. 

During the war approximately two hundred military anda 
civilian analysts were weed, with as many es 130 in the field 
at one time. At the present time @ permanent staff of thirty 
omalysts are emploved. The civilian analysts ere personne? 
technicians who wore hired as Job enalysis experts. The mil- 
itary analysts are trained in the armsy. The course of in- 
‘struction consists of ome month Intensified Pormmal training, 
followed by one month of practice exercises in job enalysis, 
and followes by Uhuewe months of fleld analysis under close 
supervision and continuous guidance. 

Job @nelysia informetion hae been used for the follow- 
ing purposes: 

(1) Development of new classification and ascignaent 

Systen, 

(2) Development of career flelds, cce.mational faaiiies. 

(3) Identification of new job training course. 

(i) Review of adequacy of each fob training course. 

(5) Development of new job code system. 

(G6) Identification of physical demands of Jobs under 

varying situations. 

(7} Develepment cf Job evaluation devices. 


(CO) Guiding preparation of Job proficiency examinetione. 
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(9} Improved measurement of standarisa of performanse 

(10) Improved senning tables for units. 

(12) Isolation cf jobs for fermmles and phypically handi- 

capped. 

(12) Redefinition of ecope and tasks of many jobs. 

(13) Preservation of revise@ marming tables for umits. 

(14) Consolidation of many Jobs: deletion of many others. 

Ali jobs are classified inte charted accupational career 
fields which show lines of progreseion, job sources, oppor 
tunities for advancement, lorical lateral transfers, and 
plamec career possibilities from iowest enlisted grades te 
warrent officer. In pleamed career development. cigsntficant 
changes in Job content indicate need for training in order 
to advance to next higher job. 

Continuous gnalyeis ef separete organizationel problems 
hee resulted in noticeable revieion of many manning tebles. 
Standards cf authorization are developed for ail jebs in 
number and grade for all unite, based on work Plow, responsi- 


bidity, perfo; 





mance requirements, and requirements of the job. 





Prior to the establianment of the Air Force as a sep~- 


avate miiitery branch by the Armed Services Unification Act 





Loxeent where otherwise indicated this section is based 


on replies to questionnaire received fron Major Gardiner 
S. Gibson, USAR, Chiefr, Clasal fication end Amalyela rene): 
Headguartera, USA, Washington, D.C. 
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of July 26, 1947, the army cystven of job analysis was used 
for the study of Aly Poree Jove. The surveys that were then 
carried on pesulted in the publication of a classification 
tigmual whieh ie still in uge.+ With the severence of tt 
Ais Powee from the Army, mony Peorgenizational problems de- 
nayed formulation and agoention cf a fob anelyois progran 
until dJume, 1045. This prosrem coneiets primarily of gather- 
ings data inxy questionnaire and interview. The questionnaires 
enuployed are of twe types, one for officers, the other for 
enlisted personnel. The of ficers' questionnaice is a con- 
bination of a nervrative form and check list, consisting of 
twenty peges. “mM the besis of date obteined for the same 
job from many differant questionnaires, a job deseription 
specification is prepared. Ghe formant of the job spocifica~ 
tlLon consists of the tollowlns seven major parts: 

O. Aiye Porse Speclalty Code and Job Title. 

1. Job Summer, 

2. J0o Deacription. 

3, Job Requirements. 


4, Job Progrersion. 


S wJOb Hating. 
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G. Related Scoupations .+ 
The career Development and Classification Division has 
oniy ten perzons assigned of which six are technical anel- 
yat experts who interpret data from questionnaires and pre- 
pere job gpecifications. There is no formal training of 
analysts, except on-the-job training. 

The reported uses of ich information are: 

{1} Primarily in the preparation of job specifications. 

(2) Precision of Geseription ensures maxionm utilige- 
tion of manpower. 

(3} Reveals areas where training is needed and the 
Kind reauired--thus furmishing a comparison between 
what i8 and what Ghould be. 

(4) Serves as a basis for @ career system. 

(5) Reflects requirements by skille for occupational 
areas for recruitment requirements and for place- 
mont effectiveness. 

(6) Permits accurate definition what a job really is, 
&& agcelnst individual interpretation of what a Job 


18 @Ghovusnt to be. 


Job Analyais in the Merine Corps 
A Glasasification system hac been in effect in the Marine 





Corpse for many years alvhougn 1% wac not imown ly thet name. 





Aeverr> 





‘ae 








4.5. Alp Force, Career myelan vent and Classification 
Division, e Preperati CC speci lications 
February, 
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AG the beglaning ef Vorid War IT, ilke the other prenchen 
of the Awmed Services, Che Marine Corpe found that the ine 
formation regarding ite various joos was inaceyuaete Por re~- 
orpuicment. placement, selection, and other personnel functions. 
Consequently a study of Jobo wee underbaien and a classifi-e 
cation isameal 7 Wace completed in 1995. This Classification 
consiated primarily of weitGins fob deseriptions, without 
Getailed Job angiysio bus on the besis of what the jobs were 
Ghougsht to be. Pach job descrintion was civen a code number, 
anc @ marine was given a Similer code numser when he met the 
gualifieations as specified in the job deseriptian. 

Ja) analysis wae conducted only Locally to meet some 
Specific need, bub no overall propram was cetabliched until 
i1c47. This program covers all military Jobs except thore 
filled by cenerale and colonels. The technique employed for 
getting Job information is by interview ef those individuals 
win supervise the Job, arm! interviewing and observine the 
Job incumbent. The data obtained is recorded and reported 
in a Job 
the Naval Billet Specification. Fhe Job Anaiysis Schedule 





indiveila Schedule, which resembles the format of 


43 made up of nineteen item as follows: 
i. Job title 
2. Date 








RPGR WK a 





Ay S. Marine Corpse, Manual of at ares Occupational 
Specialties. (HAWDC 1608~BO), Clas eacion Division, Deteil 
PO rergonnel Department, mamuneere Marine Corps, Gov- 
ernment Printing Office, Washineton, 1945. 
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Ay, _. Daye AH COLD » 
Division, Detail Branch, 





LOA 

Aiternate tities 
NAYMC 1000-PD Title 
NpectaLity Specification TMiwber 
COrcanization 
Gable of Orwenigsetion letter and number 
Mumber enploved ama reanic 
liourn spent 
analyst 
Reviewer 
Werk perforaecd 
Urusuel Proysical Qualifications 
Skliils avd Rnowledses Required 
Reletion to ether Jobs 

&. Jobe nrovidine a backsround of Bicllisa for 

thig Job 
b. Jobs Lor which this one provides @ barckoround 
Of sklils 

ec. Supervision received 

a. supervision given 
Weapons, Equinmment, and Materials Eaployed 
Weapone, Equipwent, and Materials Serviced and Repdred. 
Definitions: of terms and eyuiprent 


Rewari 















Horie S CLOGS ifieetion 


JOD 
paPtAene , Headquarters 


peroonne. 





U.2. Marine Corps, Wwarhingsten, D. C., Dp. Fad& , 





Lo 

The method ermloyed for maicins the an@iyelie, that of 
interview end ebservyation of a fob incumbent by @n analyst, 
fa one of Che most saticfactory methods. However, the chief 
shortcorins im making tne anelysis was the wee of amateur 
anaiyets who were local persormel and who hac received only 
two weeks' trainin: pricr to besinnim: the onealiyeis. The 
originai analysis has just been completed, but @ classiCice- 
tion based on thie atudy nace net set been placed in effect. 

The data on [ob information was coupiled by appreximately 
one hundred ‘ob angalivata, sowe of whom worked only a short 
time. Phe lencth of time reauired to gather she information 
on tSweive hundred distinct and separate jobs was about six 
months, and on additional twelve months were reauired for 
preparation of a manual of Jobe based on the andivels 4 

Aecordins to the Marine Corns Job Antlysis Manual, 2 
the data obtained will serve os thea basis material used for 
planning, training, proceduve developing, pescearch, and on- 
erating funetions. The following are unecific examples of 
how the date will be utilised: 

{1} Identification of the various Jobs which 

currentiy exist in the Marine Corps, determinetion 

of the propar Job specifications for each, deter- 

mination of Job interrelationships and Job progrer- 


Sion Ladders, development of a revised and meaningful 
eadifieation system for Marine Comps fobs, and the 

Lanswer GO gu@ationnaine oy H. L. Uphnerf, Chief, Per- 
sormel Research Division, U.5. Marine Corps, Vashingeten, 
D.e.« 
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vi Dee 
“{2) Pawvidine accurate information ding 
ti duties of @ specific Job and the knowledges, 
abliities, and ekilis required far the oerfornance 
of such duties, in order that ———— POL aR 

my be develoned wiieh whll meed aduabes fully 
qualified @ fill the job. 

(3) Providing means of presenting @ elear 
pieture of Git marypower needs of a cartieular unit 
ao that Tables of Greenization may be prepared 
with the preatest saceuracy. 

4} Development of aptitude and trade teste 
for meapuring the abliitics of amé selecting inti- 
viduais for particular tyves of training and duty 
BGS: %B . 

(5) DSeveloving military job poflelenoy teste 
for sliagsifieation and pramotienal ocwreroses.-+ 



















SUB LT. 
Wniie joh anaiysies studies in imductry and in the Publie 


Service have been in enistanee for appreximateiy forty yeers, 
Jeb ensliytia studies in the Armee Forecs can be considered 

@ byproeduet cf Werlic Were TI. while the army began a study 
in 19640, it wae oniy Biner in neture and seepe, After Peer! 
Varber the necessity fer mobliizing, training, and pleeing 

2 of indiviguais inte jebsa fer which they were 





vast nunbe 
beat suited, se0n revealed thet there wea 2 conolete lack 

of {ob infowwation for effective mannowor utilization. All 
of the serviecse have carried on memecrous job studica and heave 
eatealogued the eecucetional inforastion in various mab] lea~- 
tions. Of the piwgranmd new extant the Navy in cursuing the 
nost extensive oregrem ef study. Tie Axmmy progrme: is 
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conducted on & cur The prorram: of the Air Forse 
and the Marine Corps, art less extensive end 26111 in a evese 
of experimentation and evolution. 

fowever, the Armed rercea heve recognized the need Por 








accurate occupational inferuation ane’ are attempting to ob- 
tain comprehensive descriptions of all peacetime ond wartime 
i008, and thelr melationshin to civilten occupations, #0 that 


in the event of another wer wextmum whiliseation of the nation's 





sy Pesoupces will be realiiged. 








CRAPTER V¥ 


JUB ANALYSIS IN THE COAST GUARD 





AS stated in the intro@uctory chapter, the probiem of 
this atady is to e:nanine the recommended practices of in-~ 
dustry, the public service, and the Ammed Ferees in making 
job angiyees: and further to detormine which practices could 
be utliiced ity the United States Const Guam. The first part 
of the problem has been considered in Chanters IT, ITIi and 
IV. It vemains to be seen which of the dercribed practices 
would be @ 
tien of the data to the Coas 


plicable for use in the Comet Guard. The applica~ 
+ Guard is based nrimertiy on the 
experience of the writer within that service, and no attenpt 
is mace to verify or validate by actual test the prosran 
propoved in this chanter. Purther, no claim in made that 








this is the right program or the only progman feasible, Since 


this can only be sunstantiated op dicproved by actual pra: 





tice within the service. Comeequentiy, this chanter is a 
proposed suggestion for a program based on individual study, 
without regard or comeideration of eny offictal action pend- 
ing or being contemplated. 
in formulating & program the followlne pointe will be 
diecussed: (1) Should ‘ob analyais be undertaken in the 
156 
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159 
Coast Guard, (2) what informe¢ion is now avaliable, (3) what 
jobs @re to be analysed, (4) who wlll onalyme the Jobs; and 
(5) esteablishine procedures and techniques for a job analysis 
BPOCP ON . 


Uaidertaven 





Snould Job fmaiye is 
The Maret question that «ust be decidec ia whether @ 


job analysis program should be undertaken in the Coast Guard. 
On the baclie of the practices in tIncduetry, the public serv- 
Zee, amd the other branches of tre Armed Cervicec, all of which 
report certain penetits thas have acemnaed to individual ore 
ganizations, $he anawor appears to be affiemative. It ape 


poors lorical that industry, the public service, ané the 





raed Poroas would not undertake end comtinnue a program of 
occupatiomll eacearch unless they could derive benefits that 
would more than campenseate for the expense, time, and labor 
involve. Feoem thie deduction 1t would be a naturai conciu}- 
Sion thes if other ormeniretions enloyed certaln hbeneflte from 
& proeram of ich analysis, the Coest Cuerd woukd ales profit 
hy the atoption of the prograc. Newever, Job antivysis in 
A4t¢e8elf i9 not an end result and does not solve amy problens 
bus 29 only one of the tools avallable in vercarme! adminic-~- 
tration for attaining an end result. Any benefits that an 
organization wealisesn reavlt from the practical application 
of Job taformation to | specifle reed. Crwanizations that 


hove undertatren [o> anelyols program: Tlaent recerniged some 
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Specific need and adapted the program to £10 their own require. 
ments. So wiless there is oa specific need for oscupatilonal 
information in the Coast Guard, there is no justifiable reason 
for undervaking a job enalysiz program. 

Thus the decision whether a progvan of Job gnalysis 
should be undertaken by the Coast Guard must be based solely 
en the reguirements of the service. This Gecision must be 
made by the highest authority within the service with a Pull 
realisation thet once such @ program ig formulate and adopted, 
14% will serve as @ vasis for personnel action for years to come. 
Go gecure acceptance and active suppert of the prosran the 
purpose must be clearly formulated and promulgated to per- 
sonnel at all levels in order that thei» full ceoperation 
may be secured. In the fingl analyeis, the effectiveness 
of the program can only be meacurec by the willincness of 
the Coast Guard to accept the facts ag cGetvermined and to base 


personnel action on such facts. 





‘he specific personmel needs thet would jucctify the in- 
staliation of e@ Job ang@iymis program can oni; be determined 
by & critical and unblased evaluation of the present pernon- 
nel practices, and @ recognition of the snortconines or in- 
adequacy of such practices wherever they exist. Whe specifile 
needs On which the decision to install a job amnglysis program 
mot be based are directiy related to the uses to which job 


anelycic could be put, and the value of such program to the 





coast Guard. Consequently, the purpose cof the program must 
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be fitted to the specific user that it is desired to make 
of the Information. ha posoible uses for Job inrormrsation 
gata in the service are: 

(13 Will provide an accurate deseription of what e job 
realiy 16, as opposed to individual interpretation of what 
@ joe ie thought to be. writing Job descriptions will fumish 
an encyclopedia of information ebout each job, so that the 
jobe can be distinguished from each cther. It ic true that 
orPricersa, through their training ard experience in the serv- 
ice, collect much peneral information abeut the various Jobs 
$n, the service, and think they hnow whet the .obs consist 
of. Bat were they, however, to ty to recor! this Informe- 
tion, they might find 16 neither oo definite nor so ample as 
Chey believe it to be. If amyone thinks that he is fully 
cognizant of what A211 the jobs in the service comsist of, 
1e¢ him try to write complete description of G13 the ‘obs 
on his own station or vessel. 

(2) Writing job deseriptions will sive factual infor~ 


mation on which ta deteraine the varying personnel requirements 





for comparable administrative unite. The number of personne 
required at any unit is dependent on the worklead abt that 
unit. A study of the jobs a6 they actually exist will ser 
mii Qa more realistic determination of the compiements required 
ac two comparvible units. 

(3) The object of personne] administration is the moat 


effective utilisation of personnel. This involves the 
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recruituens and placement of personnel Into positions Lor 
which they are best fitted. Scientific personnel manaperent 
recognizes the factor of individual differences; that is, that 
individuals posseas wmowledge, aviliuy, interests, and skills 
to varying deyrees. The tracition that hes been prevalent 

in the Coast Guard is that ell-around perconnel should be 
trained thet are capable of filling any nuper of diferent 


joba. The willingness to tackle any job anc to carry throw 





to completion is a Sign of high noraie and loyalty but whether 
the performance is the best possible unger ali conditions is 
guecticonable. Only by the etudy of the Jobs within the serv- 
L0@ and 4 detormingtion of the minimum requirements of each 
jeb, e@m the capacities of individuals be fitted to jobs for 
which they are best suited, and maximum performance be secured. 
Moreover, whenever a8 man is assigned to a Job thet cen be 
filied by a mean with a lower rating there is & waste of man- 
power’. 

(4) Jobs are not etatic but are continually chancing. 
This change ile causea by technological advences, administre- 
tive reorganization, addition of duties, and deletion of 
ether duties. The jobs in the service today are not the same 
&3 were in @niavance twenty or even ten years ago. Unless 
accurate currents job information 15 malnteined, errontous 
ideas Of wheb the Jobe are will continue to pereist, and 
eomplemenvs and Allowances will often be based on requirements 


of past years instead of current needs. 
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(5) Job analysis should serve es a basis for personnel 
hadcet requirements. Accurate description of the {ons aa 
they exiet an the Coast Guard will ellalnate the uncertainty 
of the numer of personmel required Por various Punctions, 
@nd will serve ae a veasis for justifying percommel] neers. 

{6} Job anelyeits can he used for obtaining information 
for organizational purposes. Some of the problem: that are 
constantly occuring are: (a) neceacity for reorganization 
of certain activities, (b) reallocation of certain functions, 
(s)} deletion of duties, and (4) creation of new billets to 
provide more homocenous work eeslomments end @ nore logical 
worl: flow. The sclution of these problemi requires that 
accurate information te available on which to bese action. 

(7) Phe training of personnel must be Gimected to the 
Specific veguirements of the various Jobs. Treining within 
the service is primarily vocational training designed to 
Qualify perconmel for the performance of certain Guties within 
the service. Thao, recruit training is used to train the 
newly inducted man what is expected of him and how te set 
@loms, in the service; advanced @niisted training is fer the 
purpewe of guaiifying a man in seme particular epectalty thet 
he requires within the service. Lven the Coast Guard Acadeny 
io primarily a vocational school where cadets are trained 
to be officers in the service. uG ie the training being 
offered the west for each purpose for which intended, and 


are changer in curriculum: keeping up with the chances that 
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164 
are taking place in the service? Only by a study of the 
actual jobs can the training be kept current and be adapted 
to the requirements of the service. 
Cvher uses for Job anadyoia within the Coast Guard that 
will be mentioned briefly are: 
(1) Pormit establishment of a classification system 
for all persomel. 
(2} Regulirements for promotion of personnel would be 
clarified end eculd be ctanderdiced. 
(3) Exeminations and tests of personnel for promotion 
could be baseGd on accurate data of what their next 
Jeb will be. 
{%} Reveal unsatisfactory work comlitions, or condi- 
tions that may caute accidents . 
(5) Reveel feulty work procedures aml duplication of 
effort , 
(6) Permait mere acourate evaluation of percormel merit. 
(7) Serve as a besis for a co@ine structure for per- 
sonnel accounting. 
(O} Provide information for civil readlustments of 
pernomel boing seperated from the service. 
sf @ determination of the persome)l needs of the Const 
Guard indicates thet any or a22 of the uses of (fot analysis 
Gmmeracec above would be beneficial to tie service, then 
Juctiflable peacone exist for Che adontion of Such a progran. 
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it is the opinion of tie weiter that @ critical exanination 
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165 
of Ghe persormel] practices of the Coast Guard would vevyeal 
not only e need to which the above uses could ve put but 
Gilse many other, end that definive and material advantages 
would acerue to the Coast Guard by the adoption of a job 


analysis procram. 





analysis, comoldernble occupational material 16 avalilabie. 
it is necessary Co examine such information Go Getermine 
whether any additional information 16 required. This informa- 
$ion consists of: 
(1) Service regulations and directives specifying the 
duties of certain positio: 
(2) Organigational charts. 
(3) Requirements for advancements in rati ines + 
(4}) Position deacriptions of all civilian positions. 
(Ss) Porition description of nilitary pillets that we 
formerly civilian poattions, such as the Lighthouse 
Service and Marine Inspection nosltiorn. 


(G) Job descriptions and specifications prepared by 


OTR rar 






















v5 Coast Guard, 
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being printed by the U.S. Government Peinting Crfice. 
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the Havy, for which comparable positions exiat 
in the Coast Guard.* 

the service regulations, directives and orgenizatior 
charts specify the overall policy governing certain poeltlons 
and do not include the detallis of the job or the minimum re- 
guirements for such positions. Moreover, with chemgea in 
duties and technological advances the seneral directives are 
often not revised with each and every change that may affect 
& particular fod. 

The reguirements for advancements in ratings specify 
the minimums qualifications thet an enileted man must posgeags 
before he can be contidered qualified for advancement. Now-~ 
ever, such qualifications are based on what the jobe are 
thousht to be and not on whet they actually are as éGetemained 
by factual study. 

The civilian position descriptions contain only partial 
information about such jobs. Purtther otudy 16 required to 
show relationship to the organization. 

Tne position descriptions of former civilian positions 
may contain & certain auount of valuable information, especially 


with pespect te Marine Inspection positions which have not 
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changed materlaliy even thoush mary billets ere filled iby 
personnel with military status. However, on the whole it 
will probably be found that the informention is incemplete and 
ndditional information will be pequired to obtain a clear 
picture of Pormer civilian jobs. 

One of the most valueble sources of information consists 
of Navy deseriptions ard specifications. It is believed that 
gome of the information developed by the Kavy could be ap- 
plied intact to the Coast Guam. lowever, before ary such 
information is used, it should be first validated to ensure 
Ghat it applies to the Coast Guard. 

On the whole considerable occunatlonal Gate are avail- 
able, but the information is not systematically collected, 
recorded, op catalorued. Even lf it were catalogued for 
use, such date could not be accepted without validation a- 
Zainest the jobs as they actually exist in the service today, 
for any action contemplated may be based on information of 
@ misleading nature. Thus, only throuch job analysis can 


reliable and factual information be obtained. 





Having made the primary decision that a job analysis 
procrvan is required in the Coast Guard, the next question 
%o bo Gecided concerms what jobs should be analysed. The 
anawer vo thig question will noturmaliy depend on the partic- 


ulay purpese for wnhiah job tnlommetion is required. Studies 
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can be undertaken of different groups--they can consist of 
analyses of officer billets, enlisted billets, or civilian 
positions only, or any combination of the three groupe. 
Purther, the studies can be undertearvon cn an organizational 
op functional basia or beth, 

in @nalyveging the jobs in the Coast Querd, the service 
as a whole should be considered. The study of a naerticular 
eroup Will sive only partiel information. oOniy by analysing 
ali of the billets in the service, both military and civilian, 
and their relationship to each other, willl an accurate pic- 
ture of the entire organization be cbhtained. Since ail jobs 
cannot be studied at one and the same time it will be neces- 
sary to separate the persormel into cervain groups for pur 
poses of study. The least amount of difficulty will prebably 


b@ experienced in first atudying military jobs on an orga 





izgational basis by units. Study of billets aboard vessels, 
op at lifeboat stations, Light stations, or other operational 
unites can be undertaken first for this purpose. The study 
of aG@ministrative units, district offices, and Headquarters 
should follow. 

The analysis of civilian positions in the service is 
one requiring special conciderations. buch positions are 
now classifted and position descriptions are available for 
each pesition in accordance with the requirements of the 
Department ef the Treasury and the Civil Service Conmmaission. 


However, the deucriptions of civilian positions are individual 
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descriptions of the tasks performed by a particular individual. 
Sueh Geseriptions contain the WHA? and How of a job bub net 
the WHY. In other words, no cverall relationship in estab- 
lished between ome civilian position and other civilian posi- 
sione, nor between the civilian positions and military billets 
or the organization as a whole, i¢ is net Intended that 
@n en@liysis of civilian positions should have as its primary 


purpose the elimination of any positions, any more than the 





analysis of military billete, but Such pogitions should he 
cleariy related Go the entire arstaheutinn. Shus, in che 
study of a district office, the completed study would event- 
ually show definite billets to be filled by commissioned 
efficers, othera by warrant officers, mony billets by enlisted 
pereonne, of various retings, and certain positions by civii- 
lan personnel. Only by a consideration of the wortsload and 
Guties of all positions can the total complement be deter- 
mined. A atudy of civilien powitions cannot be undertaken 
by the serviee independently but would have to be done with 
the cooperation and in accordance with the ceneral polisy 
formulated by the Department of the Treasyry and in ACO 


ance with the requirements of the Civil Service Commission. 


Wii Oo WE Ak 3. oe 1 Obs 
The ment deeis®ion to be made if wro wlll anegirre the 


‘opt in the Coast Guard. Sinem there is ao job anealgais 


{% 


expert in the Const Guard :t seem that the problem of 6 
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staff should be divided into three separate steps. The ?irst 
is securing the advice and counsel of job analyols experts 


to advise on the settings up of a Job analysis propran. This 





reoup should cevelop forms, procedures, techniques and advise 
on type of program necearary for meintaining job information 
curvens. It mey be possible to secume the advice and serv 
ices of the United States Employment Service, which has had 
extensive experioncve in [ob analyses and hes made analyses 

for the Ammy. Or it may be advisabie to obtein the advice 

of the Navy since many of the fobs ere of @ Similar nature 

and the procedures developed by the Navy would clowgely f1t 

the requirements of the Coast Guard. Secondly, the services 

ef a number of civilian {ob analysis technicians would be 
required to maintain a continuins program oP an@liysis. Thirdly, 
a muaber of of flcers and enlisted personnel who have the nec~ 
eosary qualifications should be trained in job angilysia methods. 
45 @ minimun qualification, military persennel should be re- 


quired to pass the battery of tests for job analysts designed 





by the United States Employment Service. Arrancemer 
probably be mace with the Navy for training Jeb analyatea at 
the Personnel Men's School, U.S. Naval Training Station, 
san Diexzo, California. 

VYhne particular office that should be responsible for 
job analysis must be chosen on the basis of the primary pur~ 
poee for whieh the angiyals if undertaken. There are two 


offices where a@ job analysis section may be pineed. One is 
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in the Planning and Control Staff, the other is the Office 
of Persormel. The placing of the job analyeis section de- 
pends on the type of pregrmm undertacen. Pwo types are pos~- 
sible: (1) &m orgenivsationel amalysis, that is, a eritical 
Getermination of whet and how jobs are being performed, what 
the workioad is. and what Jobs can be eliminated for most 
effective utilisation of personnel. Such analysis would re- 
quire the full tine services of many officers for a@ long 
periog of time. Moreover, while such a progran may be ef- 


fective, 10 is drastic anc Gisruptive to the present organ 





igation. The Pull cooperation of units beinc atbudied will 
not be obtained if yersonnel krow that their work is being 
evnlueted and may be chanced immediately if not presented 

in as favorable a light es possible. (2) The second method 
4s based on an assumption that what is, is cerrect”. This 
imvolves the study of Jobs as they actuglly exist. The anai- 
yots' are merely collectors of information. Only in cases 
where glaring discrepancies are revealed should inmmediate 
action ne taken. After study of all information is made, 
ecnances can eradually be introduced without drastic disrupe 
tion of the existing organization. This method requires 

@ longer time for results to hecome apparent then may be 
attained by eryenicational anniysise. It is believed that 
the bent interests of the Coast Guam will be cerved bi as- 


suaing that ‘whet is, is correct’ until ‘ob analysis reveals 
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the contrary. Consequentiy, the job @nalysis section cho 





be part of the Office of Personnel. 
The number of personnel required for a job analysis 

program im the Coast Guard can only be estimated fron the 
experiences af other organisations. However, the actual 
musber required is dependent on the extensiveness of the 
progran that it is desired to maintain. In order to get the 
job done in a reasonable tlie, 10 ib believed that once a plan 
4g cleerly formulated and eatablisned, twenty job an. 





alysts 
wil] be required for about ome year, after thet this number 
ean oe reduced to about ten analysts te keep the Job informa- 
tion current. This mumeer of analyets is exclueive of the 


clerical essistance thet would be reouired. 


Establishing Procedure 
The consulting agency or the job analysis staff aust 





establish the procedures an) the techniques for vuarmeyrins out 
the job a@nalveis. The procedures for obteinine joh informa. 
tion, in the order of thelr effectiveness for the service, 
are: {1) Job anniveta observe the Job incumbent and inter- 
view the job incumbent and supervisers, (2) job incumbent 
filis out a questionnaire and 1s interviewed by on anflyst, 
(3) job incuzbent completes o auestionnaire, (4) the Job 
supervisor completes the questionnaire. The first method 

ie the mos% saticfactory mothod of chtaining accurate factual 


information: however, this is the most experncive end time 
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con@umins, provedure, The technique adopted must be ea cone 
promise between an ideal and a preetical orogran that will 
furnioh the best information poesalbie under the partieular 
gonditions. The aecond acthod of obtaining tnformetion is 
ont that has been usec successfully in the Navy and, it is 
believed that, i¢ will give sufflelentiy aceurate resulte 
in the Const Guard. The practice of obtaining job informa- 
¢ien Solely by questionnaire mast alee be considered. This 
many be the only feasible method if the staff is email, but 
the infermetion thet will be furnished by meny individuele 





will be uselesa or of very doubtful vaiue. if the question~- 
nmoires ere earefully designed, the information furnished by 
ennel in administrative and ¢lierical positions would 
probably be hichiy reliable. Industry and the frublie Serviee 
have found that the higher the pobition the more reliable 
the information furnished by the job incumbent. It is be« 
lieved that setisfectory informetion could be abtained 
by uee of the questionnaire follewed by interview by the [eb 
analyst, and if deubt atill exists regardim,: the job, to foi~ 
low this with actuel observation of the job. In stuéying 
Jebs in iocation where it may not be econonlieally feanibic 
Oo send analysis, rellance must be pieced on obtaining ine 
formation by questionnaire either fron the Job ingumbent or 





the superyiegor. 
Recerdiess of the metho’ eacioyed in obtaining inforga- 
tion, whether through: analiyets or by «uestiommeire, the jeb 
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angilysisa ahould be cheoked on location by two cupervi 
in the chain of commend to enuure accuracy. 
After the original information is obtained avcut the 
Joes at ome unit, similar studtec showld be carried out at 
the other compereable units. The jobs can then be compared 





and composite deacr’ptions written for the individuai Jobs 
However, care should be euercisec In @aGumiry; Chey because 
two Jobs hare the sewe destmmotion that they are cinlice. 


Tne duties, responsibilities, or physical povulrenont of the 





Same ‘Sb may not be comparable in two difverent locations. 
Diatinctiona between Jobe must be cleariy recolved, and if 
necessuery, explanations should ve Included to indicate any 
unusual conditians that affect a perticular Job, or a separete 





joo description should be prepared. 

ene forms to be weed in securing and recordings the date 
wast be carefully desimed to provide all the information 
Gesired. If any date is omitted Guring the opisinal survey 
of a unit, resurveys ef the same unit mer be required at a 
later date. Of the many form: c.amined, the formes used by 
the United otatee Employment Service ami wy the Navy appear 
te be destpmed so as to give the greatest amount of informa- 
tion required by the Coast Guard; of these two, the Kavy 
forms would probably wore closely fit the epecisic needs of 
the Const Guard. 

She analyveia oteaff mast set unm a sehetule to be followed 


in collecting the [ob infommation. Buls schedule should 
















ee 
le i a a 
ee ees OO eee 

> ‘- (4 ee —ae 

—_— coe ee ee ee ee Qe 
ee) —- ——— ¢€ 6a Gees Gees | 








—_— ey ——= © «6 ° = = &- ea -— 





_—< a — ———“— —- => om © 


eo @ aoe ae Le ae CP a ae 





io a co : — in ol Se 
ge 8 te! oe eee eee gee 
es Gm oe «8 (ease « 

~~ @§ : ° _— a =< @ mmm a 





[a es Ff >. * 4S &eo=2 iV] 
— ~~» = oo = <= — — ——— <— 


. ‘ » = ee ———> & 





LS 
Gesaionate the umlts for study end the tine necessary for 
completion. In ¢Ghis regnect, the most satisfactory procedure 





13 to thoroughly study ome type of unit, cles®Pliy defining and 
depcribing all the jobs in thet type before undertaking, the 
study of edditional units. 

Refore undertaking & job analvels of all the jobs in 
the service it is edviseple to make @ pilot stucy of a srmelii 
mumber of Jobs, to teat the comeleteness of formes and ade-~ 
gueey of the procedures ond techniques, and to permsit elinina- 
tion of migtaloes. 

sinee the Const Guard operates as pert of the Nayy in 
time of War, and many of the Jobs are of a Gimllar nature, 
there is good reason for adoptins the Navy system as is, and 
fitting the Coast Guard program to that of the Nevy. The 


rom being conducted ber tha Navy is more extensive Shen 





that of any other pranch of the famweed Services, and is more 
eoaplete then that of most industries. Morcover, 1t is ai- 
reaacy tested and has been found satisfactory in an ormroninae 





tion whose nature is very similar to that ox the Coast Giard 
Many of the Jobs are already cefined and described by the 

levy. By adopting the Navy progran 
sary to validate Nave job descriptions to Toast Guard jobs, 





, vould only be neoos- 


and extend the study to Such jobs that are peculiar te the 
Coast Guard and heve no counterpart fn the Nevy. 
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Ln summarizing it may be stated. bhat a progran of Job 
a@nalyain is necessary in the United States Comst Guard: 





(1) @ provide an accurate deceription of Jobs ac they 
actgunliy ara perforeed. 
(2) °c provide information for purposes of recruitment, 
placement, axl training of perwonnel. 
(3) Po determaine the varying perscrmel requlrenents 
for conpareble administrative unite. 
(4) > determine the chanwing agpects of Joba due te 
technological advances, Gnd reallocation of func- 
tions and duties - 
(5) oe establish a sound baais for personnel budget 
KEL ULCERS . 
(S$) fo furnish date required for organizational plan- 
WSIS. 
(7) fo provide information for civil veadiustwent of 
personnel being separeted from the service. 
in view of the uses that can be made of occupational 
information obtained by &@ syaetematic promran of job analyeis, 
and the apparent benefita thet would acerue to the Goagt 
Guard, 1% 18 recommended: 

i. That @ job anglysis program be adopted. 

2. Tnat the oocupatienal inforaitieon now available in 


the service and in the Navy be exemined to determine 
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whether Lt is representative of fobs as they actually 
OXIGE. 
That ali billets in the service be studied, inelud-~ 
ting all officer and enlisted billets and civillan 
nogitions, so thet their relationship to each other 
and the oreanisation es a whole wlll be clearly ce- 
fine . 
That in analysing Jobs the asaumption be made that 
“what is. 19 correct” until preven to be otherwise. 
That the services of a consulting steff be obtained 
to advise on the type of prosranm required. 
That the job anglveis etarf be orraniged ac @ aec~ 
tion in the Office of Perzonmmel. 
Tnat a number of civilian job analysis technicians 
be hired. 
Phat & number of offloers and wen be trained in job 
an@iyels methods and techniques. 
Ghat the primary orocedure of ooteining Job informa- 
tion be by questionnalm completed by the joo incunme 
bent followed by interview oy a job analyst. 
That the job analysis Pomas used by the Navy be uti- 
Lived without change, cor with minor acaptation if 
pliot study indicates that any chanre is Gesireble. 
That the Navy johb analysis prospam be tried, aml if 
found to be suitable for use in the Coast Guard it 


pe adopted, af such progran does not fully meet 
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seryioe Peguirements, then the pregram that is adovted 

shewld be eoerdinated as closely an pesaibie with 

the Bavy procs. 

Althourh no eneaifice data could be obtained regariing 

the exact savings ln persemme! or in dollars effeeted by the 
agertion of a fob anelysic vroecran by any (Acustrial orreniza 
tion, public servise agency, or any vranch of the Armed Serve 
fees, the fact that such program: cre meintained end continued 
4a proof of thelr value. It is the conaidered opinien @f the 
writer thet adoption of the reeamondations enumerated above 
would reault in vcomitive and concrete benefits to the Coget 
Guard im the form of more effective utilization of mannewer 
and more efficlent performance for the came cost of aeration. 
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